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Abstract 

The purpose of this thesis is to develop an understanding of the change in values, seen 

through company culture, experienced by a family business when the leadership transfers 

from the founding family to an external CEO. 

In a family business, strongly rooted family values are reflected by the very nature of the 

organization they have created. If a family member is the successor of a healthy and grow-

ing family business, the successor should by default share most of the incumbent‟s personal 

values and as such be able to keep the organization on its current track. However, it is not 

possible to completely evade the possibility of mis-matching values, and this issue lingers 

and is even more pressing when the company is faced with an external leader.  

By conducting a qualitative multiple case study with semi-structured interviews on two 

Swedish family businesses, and then performing a case analysis through pattern matching, 

we attempted to answer if the family business‟ values, in the sense of organizational culture, 

change in relation to the change to external leadership, seen from an employees‟ perspec-

tive. We also sought to answer why the organizational culture changes or not in relation to 

the change to external leadership, and what role the personal values of the leader play. 

From our analysis, we could conclude that the organizational values do change, even if only 

slightly, and that the reason for this is the fact that the external CEOs does not have iden-

tical personal values to the founding families/owner. The pattern was found that recruiting 

an external leader enhances the value of efficiency in a company, and that the leader‟s per-

sonal values reduces the resistance to change, influence the organizational culture and sub-

sequently makes it change, given that the leader is an accepted part of the company‟s power 

structure. It would be beneficial to, in future research, connect our study one step further 

back in the causality chain and look at how previous experiences of the external CEO in-

fluences the organizational culture. 
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1 Introduction 

Family businesses have come to constitute a substantial part of all existing economies in 

the world (Gama & Galvão, 2012), and their strongly rooted values of the family are reflect-

ed by the very nature of the organization they have created. In its very nature, a family is 

the smallest subunit of social groupings existing in any given society. This suggests that 

there is a relatively high minimal level of closeness of relationships, which subsequently 

implies that family members should have a higher than normal impact on the creation and 

development of one another‟s fundamental personal norms and values, and thus also, 

whether consciously or not, transfer their fundamental values to the younger generations. 

This idea is supported by a study of Parada and Viladás (2010), which highlights the fact 

that values indeed can be transferred from generation to generation by making use of narr-

atives and stories as means of transmission. 

This leads to the notion that if a family member is the successor of a healthy and growing 

family business, the successor should by default share most of the incumbent‟s personal 

values and as such be able to keep the organization on its current track and at the very least 

keep it at an equal rate of growth.  

In practice, however, this does not appear to be the case. A study by Lam (2011) points out 

that even though great care was put into the planning and execution of the succession 

process in a number of Chinese family businesses, including proper education and training 

at other companies, the sole fact that the successor was family member with assumed 

shared values did not guarantee continued company prosperity after the succession. On the 

contrary, certain cases showed that companies took dramatic turns in their modus operan-

di, which impacted negatively on the overall health of the companies.  

What then, causes this generational decay within some family businesses?  

It might be the fact that even though personal values are successfully transferred at the ge-

nerational change, there might be a failure or even complete neglectance from the incum-

bent in making the new leader understand and adapt to the organization‟s own values. If 

these values are regarded as a completely separate set of values from the incumbent‟s, 

which is reasonable since leader and organization can and should be seen as two separate 

entities, it is possible to envisage the importance of the new leader understanding and 

adapting to both these sets. This reasoning can be taken one step further by viewing the 

organization‟s culture as the tangible sum of its values. Even though a family successor may 

share some fundamental values with his predecessor, it is equally possible that he possesses 

certain characteristics that simply do not match with the culture that the organization has 

developed. Such a mismatch could very well be the initiation of the downfall discussed by 

Lam (2011).  
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But what if the new leader is not a family member? There are many situations where it is 

potentially more beneficial to take an external CEO into the company rather than following 

the traditional modus operandi of electing the family member that is next in line. Not only 

does it provide a way to avoid many of the conceivable intra-family disputes by adding ob-

jectivity to the management, but also helps the company dodge the efficiency loss from 

arising the so-called „Carnegie effect‟. This concept suggests that a young family member 

who knows he is going to inherit leadership will put less effort into his studies and work, 

and as such end up less qualified than if he would have had to deal with competition like 

externally hired leaders have to (Mooney, 2012). In fact, recent studies have proven that 

„family-owned firms with a family chief have the second-worst form of management out of 

a list of eight business types, just above founder-owned and run. In contrast, family-owned 

businesses with a non-family CEO scored well above average‟ (Mooney, 2012, p.20).  

Even so, the issue of mis-matching values still lingers. Considering that the nature of an ex-

ternal leader‟s relation to the company most often is that of a complete outsider with no 

rooted ties to the incumbent, it should consequently be less likely for them to share iden-

tical personal values. Many family businesses are reluctant to hire external CEOs precisely 

because family members “have the family‟s trust and they understand the values and cul-

ture of the family” (Mooney, 2012, p.21). Even if a significant hand-over period is utilized to 

ensure that all necessary knowledge and skills are transferred, such a period simply cannot 

make up for the many years of value-sharing that being a part of the same family encom-

passes. While the consensus is that failure of an alignment in the values of the external 

leader and the company culture and values will have negative consequences for the busi-

ness as a whole, there is little research that aims at developing an understanding of this rela-

tionship. How such differences in personal values can possibly affect an entire business or-

ganization‟s values and culture thus seems highly interesting to investigate further, as they 

at the end of the day might very well alter the entire way the business is perceived and ap-

proached by its stakeholders. 

 

2 Problem 

The underlying purpose of almost all economic activity is to satisfy human wants (Cassel, 

1932/1967), and in the sense of a family business, its reason for existence is similarly to be 

the family‟s source of income. But to be able to continuously provide means to satisfy the 

family‟s wants, the firm has to be at least somewhat structured and have a set of values 

serving as the organization‟s guidelines, or boundaries, in its business actions. As Jaffe and 

Lane (2004) stated, while a few family businesses do survive long enough to reach the so-

called „dynasty stage‟, most are still divested, sold, or split up between different family 

members as inheritance from the earlier generation. Jaffe and Lane (2004) continue this ar-

gument further by stating two types of directions the business can take, where the first a 

path along which the business grows, or goes public, and subsequently adds multiple layers 

of professional managers. Usually ending up as a corporation, the family controls the entity 
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through a majority of voting stocks, within the board of directors, along with non family 

shareholders. This business type, called Type 1, requires a clear view of the level of in-

volvement of the family members to be able to function. It often occurs that the business 

experience periods with a CEO from the immediate family that alternates with times of 

leadership by an external CEO, which raises the issue of differentiating values. If the above 

mentioned set of values within the business are not explicitly stated, it will be hard for an 

external CEO to understand what the goals of the owning family are, and the risk of a clash 

between the external CEO and the family increases. 

The second direction, Type 2, is where the core business has been sold and all assets are 

put into a portfolio together with a series of other assets owned by the family. Through 

this, the family controls all assets in each field to different degrees but with decentralized 

governance, which makes the family unable to micro-manage all business actions. As in the 

case of the Type 1 direction, the family is required to have clearly set guidelines that serve 

as a template. However, in this case the guidelines are not primarily for the family gover-

nance of the assets in the portfolio, but rather for these assets (for instance, subsidiaries) to 

get a view of how the family‟s preferences in general terms. 

An external CEO will not be raised by the founder, or his family, and is therefore not nec-

essarily inclined to have a set of values identical to his predecessor, or the company itself. 

This fact is what instigates the company to enter a state of reconfiguration when the leader-

ship changes. The previously mentioned study by Parada and Viladás (2010) explains how 

these values are transferred effectively from one leader to another by the use of narratives 

and stories, but the research is limited to the immediate transfer and does not cover the 

outcome. The research of this study will attempt to continue where Parada and Viladás 

(2010) left off. It is not concerned with how the change in leadership as such is executed or 

how the selection process is designed; its sole focus lays on what is happening with the 

company as a whole at least one and a half to two years after the change in leadership. This 

timeframe is due to the fact that a certain amount of time will be required after the new 

CEO takes over for his personal values to start having a visible effect, if any, on the com-

pany.   

In the light of this, the subject of this research is thus not that of the change itself, but ra-

ther the outcome of that change. How is the company affected by this change? Are the 

values of the company changed to fit the new external CEO, or is it the other way around, 

that the CEO will have to change to match with the values already existing within the or-

ganization?  
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3 Purpose 

The purpose of this thesis is to develop an understanding of the change experienced by a 

family business when the leadership transfers from the founding family to an external 

CEO. More specifically, if and why the business‟ values, in the sense of culture, change as a 

result of the transfer of leadership seen from an employee‟s perspective. 

3.1 Research Questions 

The particular research questions that this study aimed to answer are: 

Research Question 1 

Does the family business’ values, in the sense of organizational culture, change in relation to the change 

to external leadership, seen from an employees’ perspective.  

Research Question 2 

Why does the organizational culture change or not change in relation to the change to external leader-

ship? What role does the personal values of the leader play? 

This main issue raised by these questions is how this would be different from a leadership 

change in any other type of business. The answer could be that, because a family business 

at its very core is a reflection of the founding family‟s own values, there is possibility of a 

clash between the values of the family and those of the new leaders that cannot occur in 

any other type of business. 

 

4 Delimitations 

The study was initially set to target family business with no more than 150 employees. This 

since when a business has grown beyond a certain size, it becomes significantly harder to 

distinguish patterns and the possibility to get an overall view of the change associated with 

the power transmission will become almost non-existing. 

The study was also limited to cover only companies that were founded and, at the time of 

the research, based in Sweden. First of all, the fact that all companies in the study originate 

from the same country would make any discoveries made more robust. Second, it seemed 

only logical to start by looking at patterns from a single country before trying to establish 

whether such a trend can be found globally. Finally, given the limited budget available for 

the study, it was simply not possible to conduct on-site interviews at too distant geographi-

cal locations. 

The view of family businesses that is portrayed by the Agency theory is not applicable to 

this study, since we for the purpose of this thesis viewed the context of family business 
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through the lens of the Stewardship theory. These two should be regarded as opposing 

theories (Donaldson & Davis, 1991), and by applying either one, the other becomes inusable.  

Even though this is a multiple case study looking at more than one company, the fact re-

mains that the research is qualitative in nature. As such, we were not able to extend our 

findings into statistically valid generalizations of how organizational values change with the 

accession of an external CEO, and that is indeed not our purpose either. We aimed at de-

veloping an understanding of how such a change in leadership affects organizational cul-

ture, whereas attempted generalizations would be the subject of further research. It is still 

very possible for companies to use our findings as a template for what could potentially oc-

cur in their business after such a change, as long as there is no assumption that our discov-

ered changes are bound to take place by default.  

For the sake of preserving the anonymity of the companies and interviewees used in this 

research, names have been codified as specified in Section 7.4 below. This is especially im-

portant for the employee interviewees, as they due to their lower hierarchical position may 

suffer additional damage for providing honest answers to assist us in our research. For the 

same reason, the use of pronouns such as „his‟ and „her‟ has also been intentionally altered.  

Specific years relating to company history have been rounded to their corresponding cen-

tury, in order to prevent readers from discovering the identity of the companies by looking 

at their respective timelines. 

Additionally, geographic positions such as store and office locations have been left out as a 

last measure to ensure company and interviewee anonymity. 

 

5 Definitions 

This section contains the various terms and concepts crucial for the reader‟s understanding 

of the study and as such had to be defined. Any term not discussed within the boundaries 

of this section should be interpreted as per the definitions set by acknowledged dictionaries 

and/or in the light of the present norms set in the academic field of business administra-

tion. 

5.1 Family Business 

Throughout this study, we have used the definition set by Ciocirlan (2012) when discussing 

family businesses: 

„A family business is defined as a business in which the founding family owns more than 50 

percent of equity and family members - those who are related to the founding family 

through blood, adoption, or marriage - sit on the board of directors or hold management 

positions in the company.‟ (Ciocirlan, 2012, p. 184).  
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This is the fundamental definition that the selection of companies stemmed from, and thus 

by which the interviewees were subsequently chosen. 

5.2 Owner-Led Business 

In a report of a lecture by Entrepreneurship and Small Business Research Institute (ESBRI) 

from 2005, Melin brought up the topic of owner-lead businesses. According to him, an 

owner-lead business is a business that is owned to 100% by a single individual, who is also 

simultaneously running the business. He stated that even though these leaders themselves 

own and manage the business, they regard the business as a family business, despite the 

strict view point that the business is not owned by multiple family members. 

5.3 Family-Owned Business 

In Tagiuri and Davis‟ (1992) three-circle model, the concept of family-owned business is 

where the direct leadership of the business leaves the family, and is held by a non family 

member. The ownership of the business still lies within the family, but operational deci-

sions are taken by leadership from outside. 

 

6 Frame of Reference 

6.1 Family Businesses 

According to Aminoff, Karsma, and Elo-Pärssinen  (2006), a business can be defined as a 

family business if and when it fulfills certain criterias. The first, when the founding family 

possesses a majority of the voting rights in the company, enables the family, among other 

things but most importantly, to control the board of directors through the nomination 

process. The second criteria states that the majority of these votes could be owned either 

directly or indirectly. Directly owned voting rights refer to voting rights acquired through 

one‟s particular position or holdings within the actual company, while indirectly owned vot-

ing rights are voting rights in another company that is either a subsidiary to one‟s own 

business or that it in some other way controls through a majority of the ownership. The 

third criteria demands that one or more member(s) of the immediate family is involved in 

the management of the strategic administration of the firm. More specifically, this implies 

that the company can only be considered a family business if at least one family member is 

directly involved in the shaping of the company‟s future. To fulfill the fourth and last crite-

ria, at least 25% of the voting rights is mandated by the family members‟ share capital, giv-

en that the company is public and listed on a stock exchange. If the company is private, the 

fourth criteria can be ignored. 

The first and second criteria support Ciocirlan‟s (2012) suggestion of the founding family 

owning more than 50 percent of the company‟s equity, while the third criteria support the 
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requirement of family members sitting on the board of directors or on management posi-

tions.  

6.2 The Problem with Family Businesses over time 

The main problem within family businesses arise when they have existed long enough to 

start covering multiple generations, which according to Jaffe and Lane (2004) is called a 

„Family Dynasty‟, and becomes an issue when the family grows into multiple branches of 

siblings and cousins that all have their own view of how the business should be run. They 

each have different needs, agendas, capabilities, and commitments, making it hard to keep a 

common goal in the business. The initial goal would most commonly be to create a legacy 

for future generations, to have something to give to them, whether through a trust for the 

family, or a holding company.  

Jaffe and Lane (2004) identify two directions of evolution a business can take when arriving 

at this stage of its life cycle, called Type 1 and Type 2. The first type of direction results in 

that the original family business grows to a bigger proportion, or goes public, with a more 

professional management direction. The family still controls the company through a major-

ity in ownership and by sitting in the board of directors, but top management now also in-

cludes non family members. This means that for the business to continue to reflect the 

family‟s values and views, it has to set clear policies for involvement and oversight. 

The Type 2 direction is taken when the original business is sold of and the overall opera-

tions of the family business is spread out into multiple assets of operation. No consistency 

is needed when it comes to the specific type of business operations, or the amount of in-

vestment in that area. A family business often starts out by heading in the direction first 

type in order to gradually evolve into the second type over time, usually in the third genera-

tion or later (Jaffe & Lane, 2004). However, to be able to state this as a fact, Jaffe and Lane 

(2004) admit that further research is needed. 

In this stage, the values, expectations, interests, concerns, and feelings of every member of 

the family needs to be conveyed into the business governance structure to ease up the 

communication between managers and owners, and the other way around. This goes in line 

with research by Hall, Melin and Nordqvist (2001). To pinpoint what specific outcome the 

values have on the structure of the business is difficult, since all sets of values are at least 

partly individual for each family and will typically generate the same results.  

Building upon this problem of multiple generations, Chrisman, Chua and Steier (2003) 

bring forth evidence suggesting that failures of family firms as results from these genera-

tional problems can be connected to the business succession. This, they argue, can possibly 

be the effect of failing to understand that succession in family businesses may differ from 

that in non-family businesses. 
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6.3 The Succession 

According to Handler (1994), the definition of family business succession is „the passing of 

the leadership baton from the founder-owner to a successor who will either be a family 

member or a non-family member, that is, a professional manager‟ (p. 134). 

In Brockhaus‟ (2004) article on family business succession, the topic of how the successor 

should work, and the actual person is brought up. Here it is referred to Drozdow (1990) 

and Levinson (1971), who suggested that when an industry is undergoing significant 

change, the successor of choice should be an individual with the necessary skills to recon-

struct the business, or even create an entirely new business. However, when the business is 

growing, attempts should also be made to professionalize it by phasing out family members 

in manager positions and replace them with non family members.  

To be able to succeed as external managers, these persons need to have the trust of the 

family members that are active in the business. Problems arise in situations where the 

founder is still active and does not let go of the direct leadership of the business, even 

though the succession has already taken place. Brockhaus (2004) states that the founders 

generally fear the declining role in life and the loss of control that results from the retire-

ment from the business and handing it over to an outsider. 

6.4 Choosing an external CEO 

Even so, there are a number of suggested arguments for hiring an external manager that 

supersede the founder‟s urge to cling to leadership. According to Dyer (1989), a reason for 

not choosing a family member, such as a daughter or a son, could be due to the family 

member‟s lack of skills in for example management, marketing, finance or accounting. As 

these skills are fundamental for the long-term survival of the business, the lack of them will 

result is a search for qualified persons outside the family, or an attempt to acquire the ne-

cessary skills for the family members. 

Another reason for hiring an external manager could be that the family has identified a 

need for the business to change in terms of the norms and values of the business opera-

tions. In fact, one study has suggested that the family‟s values are conflicting with the val-

ues of the business (Lansberg, 1983) by default, since values such as unconditional love and 

concern are not compatible with the professional values of profitability and efficiency. 

The family‟s lack of professional skills along with the employees‟ missing understanding of 

efficiency and profitability awareness can be changed by educating the current management 

in business practice, or by hiring external managers with professional experience and whose 

values are compatible with an efficient and high-profit organization, in the hopes that they 

are able to change the business into just that. The movement in this direction, to bring in 

professionals, may result in a reduction in the work force, meaning that unproductive 

workers‟ employments are terminated, along with more strict control of the different areas 

of the business. For the founder, this change could prove very difficult to actually imple-
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ment, since this person in many cases feels like a parent to the business and its employees. 

To terminate workers might be especially hard, so by bringing in professional managers 

who can take these decisions, in that sense working as guns for hire, the founder can pre-

serve a clean conscience. 

The final reason for professionalization of the management that Dyer (1989) suggests is to 

prepare for future change in leadership, when one or more family members have acquired 

the necessary skills and might want to take up the mantle of leadership. 

While bringing in professionals to reconstruct and evolve the business for the future, and 

thereby executing the eradication of “bad” values and norms that Dyer (1989) refers to as 

„killing sacred cows‟ (p. 231), some values such as loyalty, quality and commitment are still 

valuable for the business to keep. It is at this point that it is imperative for the family to 

clearly communicate to the external managers which values and norms they want to retain. 

However, for the managers to be able to fulfill their function effectively they require a cer-

tain amount of space for maneuvering. In that sense, it is important that the family set up a 

clearly defined goals toward which the business needs to be heading, and also apply values 

and norms as boundaries which the business needs to stay within. This gives the manage-

ment a target location and a set of roads on which they may travel, but the decision as for 

the actual route is theirs to make. 

6.5 Stewardship Theory 

In the work by Davis, Schoorman, and Donaldson (1997), the stewardship theory is ex-

plained in the way that the leader in an organization, referred to as the steward, will work 

towards the business‟ goals rather than the his/her own personal desires. No matter what, 

the steward will not change behaviour to suit self-interests they may arise. When the inter-

ests of steward and business align, it is understandable that the steward can run the busi-

ness without any particular issues. Where these diverge, however, the steward by definition 

sees the value of cooperation as more important than self-serving. This approach is consi-

dered rational in theory, but might be hard to understand in practice. 

The goals that the steward strives towards are in the benefit of the business in a collective 

sense, meaning that the objectives pursued (for example profitability and/or sales growth) 

benefit outside owners in combination with managerial superordinates. This is managed 

through the achievement of higher dividends and share prices, which in reality leads to that 

other objectives are furthered. In the sense of raising shareholders‟ wealth, this is done 

through increasing firm performance. 

Since this theory defines the steward‟s behavior as centered around the business, the ste-

ward will try to satisfy as many groups as possible in the way that is perceived as best for 

the business even in situations where the it is experiencing pulls in multiple directions of 

pull from different stakeholders. Furthermore, Davis et al. (1997) assume that even in a 

more hostile business environment, the goal of most parties is to have a viable and success-

ful business. This is done, as stated in the previous argument, through the strive to satisfy 
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most groups within the organization since it is in the interest of most stakeholders to in-

crease the wealth of the business. 

The authors also refer to a previous work by Donaldson and Davis (1991) which states that 

when the CEO works as a steward, their actions are best facilitated by having high authori-

ty and discretion from the owners and board of directors. In an optimal case, the CEO 

should be chairman of the board of directors. This is to be able attain the situation where 

the CEO is not constrained. However, this combination where the CEO is also chairman 

of the board of directors is considered as dysfunctional under the so-called Agency Theory 

model (Donaldson & Davis, 1991). Donaldson and Davis (1991) definition of the agency 

theory states that there should be a clear distinction between the board of directors and the 

CEO, so that they in effect guard each other. Both parties act in self-interest but are limited 

to the other party‟s goodwill. 

Davis et al. (1997) state that the more risk-averse owners are more likely to apply the agen-

cy theory approach, since this in effect is a more cynical view of the personalities of man 

opposed to the self-sacrificing personality that stewardship theory employs.  

Argyris (1973) compared the model of stewardship theory with his own model of man, 

where the characteristics of the “self-actualizing man” are described. With its roots in 

McGregor (1960) and Maslow (1970)‟s research, it bases the views that every man have a 

need to grow beyond the present state and to reach a higher achievement level, with the 

additional assumption that a person‟s full potential is limited by the economic view. 

If a person is put in an organization that is based on this economic view, according to Ar-

gyris (1973), it would result in a self-fulfilling prophecy where all aspirations are quelled and 

the person ends up settled in a position with no further advancement goals. If these aspira-

tions are not quelled, frustration may lead to withdrawal and aggressive behaviours, due to 

the structures within the business. 

Since stewardship theory is putting more focus on rewards such as growth opportunities, 

affiliation, achievements and self-actualization, employees are more inclined to perform 

well for the organization. In other words, stewardship utilizes the carrot more frequently 

than it uses the stick. This can be related to the hierarchy of needs, presented by Maslow in 

1970. 

In Donaldson and Davis (1991), the authors refer to Williamson‟s (1985) research, where it 

is stated that the shareholders interests are best looked after when the CEO and chairman 

of the board are the same person, or, if they are not, they should have the same interest 

throughout the entire governance of the company. 

In their work, Donaldson and Davis (1991) state that the advantages of stewardship is that 

it focus on the long-run maximisation of the value and in turn the sacrifice of short-run ex-

ecutive actions, which is harmful for the value of the business. As previously mentioned, 

this model is best suited for situations where the chairman of the board and CEO are the 

same person, so that he/she can decide without hindrance which way the business is head-

ing. The interest of the owners are put in second place in order to nourish management. 
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„...there will be managerial opportunism and agency loss‟ (Donaldson & Davis, 1991, p.3). 

This is the apex of unchallenged power and authority due to the concentration of both in 

the same person, and since the effectiveness of the CEO is not hindered, returns to the 

shareholders will be higher than if the two positions had been split. 

The CEO in this kind of business [stewardship] is a type of person that do not shirk from 

opportunities, but is there to do a job and has in mind that he or she wants to do his best 

for the main purpose of to be a good steward for the owners and care for the organization.  

Implying that the individual has the self-image of being a „steward whose behavior is or-

dered such that pro-organizational collectivistic behaviors have higher utility that individua-

listic self-serving behaviours‟ (Davis, Schoorman, & Donaldson, 1997, p. 24). Seen in this light, 

it is pointed out that the actions taken by the owning family is motivated by their feelings 

toward the business, and that these are taken with the intent of serving the greater good. 

Lastly, Sharma (2004) brings up the point of Stewardship Theory and argues that this is the 

theory that would be the more self-solving aspect of the succession decision. 

6.6 Successful change in leadership 

In Sharma‟s work (2004), it is stated that it is the stakeholders‟ view on the definition of 

“success” that is the main factor determining whether the business in fact is successful or 

not. If the business and the stakeholders view on success do not align, problems can arise. 

To eliminate these potential problems, three dimensions are suggested. Connectivity, which 

is the ability to influence the business‟ members; closeness, which is a direct connectivity 

line with the top management group, and also betweenness, which means the central flow 

of information.  

To be able to clearly define what actually makes a founder give over the power to an exter-

nal CEO, further studies are required (Sharma, 2004, p. 12) but one point identified as help-

ful to the understanding of this subject is the family composition, along with its values and 

beliefs. Another is the individual personality and traits of the founder(s) in the view of their 

position in the business later in life. 

Sharma (2004) continues by stating that non family members are an important stakeholder 

group, since they impact the success and growth of the business. This is because they have 

obtained a unique position in the business from possessing information that could be 

prove useful and serve as an advantage for a future external CEO. He goes as far as sug-

gesting that they even could prove to be an alternative candidates the position as non fami-

ly member CEO, due to their previous knowledge from within the business.  

Sharma (2004) refers to Lubatkin, Ling, and Schulze (2003), who suggest that according to 

behavioural economics and distributed justice, it is the perception of fairness in terms of al-

location of resources executed by the controlling owners, experienced in the sense of non 

family employees, that could lead to dissatisfaction of this group, and ultimately reduce the 

performance and shorten the expected longevity in the business.  
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6.7 Acceptance by Employees 

In a work by CIPD (Chartered Institute of Personnel and Development) along with PPMA 

(Public Sector People Managers‟ Association) from 2012, it is argued that values are means 

of changing the culture and employees behaviour. In the interviews of this work, the em-

ployees‟ engagement is seen as integrated into the development of the business as well as 

the change in cultural activities.  

The main sources to accomplish cultural change are the interdependent activities of devel-

opment of the business and the development of the leaders and managers. 

Results of the research conclude that one of many important responsibilities that a CEO 

has in the leadership of the employees is that of creating narratives that convey a convinc-

ing strategy.  

In a work from 1979, Kotter and Schlesinger conclude that a major mistake made by lead-

ers and managers is that they assume that all parties subject to a change, as well as those af-

fected by the change, have all the facts. This assumption, that everyone has the same in-

formation, leads to the belief that they also do the same analysis of the reason behind the 

change. However, this misconception leads to multiple resulting analyses, which in turn 

could lead to resistance to change. 

To overcome this possible resistance, Kotter and Schlesinger (1979) state that one of the 

most common methods is to educate the employees beforehand. In essence, to get them to 

understand the reasons why the change is implemented, and to clearly communicate all the 

facts relating to it. The problem with this is that it is very time consuming, and requires a 

lot of effort from the management.  

Other ways to overcome this resistance is to involve the resistors and make them partici-

pate in the change, negotiate and agree upon new overall terms to implement the change 

(for example, negotiate a higher wage rate for the workers through a union in exchange for 

the change), be supportive when the change brings about anxiety and fear, and to manipu-

late the resistors in such a way that they are furtively offered a key role in the newly imple-

mented change. Lastly, they identify the most covertly used way, where managers often 

coerce the resistors, either implicitly or explicitly, by threatening them with reprimands like 

loss of jobs or passing up for promotions. (Kotter & Schlesinger, 1979). 

In a Harvard Business Review interview from 2002 by Coutu, Edgar Schein concludes that 

during his 40 years of researching the result of a change in a business, the employees end 

up doing the same thing as before the change was implemented, but now in a slightly al-

tered way. A business consultant is not hired to implement the specific change, but rather 

to help the business help itself. 

As stated previously, Kotter and Schlesinger (1979) suggest that the most used way of 

overcoming resistance to change is through coercion. In the interview by Coutu, Schein 

(2002) compares the learning done by employees in the business with the brainwash of 

POW‟s during the Korean war in the 1950‟s. Not in the sense of torture and physical and 
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mental beating, but in the literal meaning of the word “brainwash”. which is derived from 

the chinese word xinao and means cleansing of the mind. In the business sense, it is to 

teach the employees that the old way has expired and that the new way, after the change, is 

the good way. The reason for resistance to the change is the actual fear of not being able to 

perform according to the new way with ease. Such difficulty is the reason for learning an-

xiety according to Schein (2002). To overcome this anxiety, the environment in which 

people are learning has be safe. The employees must feel that what they are doing is not 

criticized directly, or that if they are doing something wrong, they are not punished for it 

but taught how they should do instead.  

It is through the approach, that employees are advert to change, that Reichers, Wanous, 

and Austin (1997) refer to as cynicism to change. When they are cynical about change, it is 

more likely that they lose their commitment to the business or their motivation to work 

completely. This knowledge is emphasized by the authors to be acknowledged by leaders, 

and to be handled when the change is about to be implemented. 

Also, Reichers et al. (1997) suggest that to minimize the resistance to change, people af-

fected by the change should be able to actively involved in making those changes, they 

should be kept informed and encouraged about successful changes, and be able to air con-

cerns and feelings about the project, among other things. In the end, communication of the 

beliefs between the two parties are essential. 

6.8 Importance of Values 

In their 2010 work, Parada and Viladás define values as a prefered way in which to conduct 

business and as an enduring belief, along with a framework which guides and influences the 

individual‟s behaviour. 

In Sharma and Carney‟s (2012) study of value creation and performance in private family 

firms, they suggest that business historians usually rely on several unconventional perfor-

mance measures when evaluating a family firm‟s attempt at reaching its goals. The four that 

are elaborated upon in detail are survival, embeddedness, reputation and sustainability. The 

authors make distinction between „survival of an enterprise‟ and its „survival as a family 

owned enterprise‟, since either of these can occur on its own. They also argue that a family 

firm can have different levels of embeddedness both within its community and in terms of 

the family‟s ability to keep its members unified. As for reputation, they suggest that family 

and business reputation are closely connected due to the fact that entrepreneurs tend to 

commit heavily to maintaining the reputation of their business through their family and 

vice versa. Finally, the authors state that sustainability should be regarded as the golden 

path that balances between growth and control of the firm‟s development. 

While these performance measures can be somewhat difficult to grasp, seeing that they are 

relatively intangible and thus difficult to quantify, they do provide a good alternative me-

thod to „regular‟ measurements such as return on investment and market shares when at-

tempting to pinpoint a family firm‟s progress towards its goals. 
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Naturally, different firms have different goals, which pertains to the values existing within 

the individual firms. Ceja, Agulles, and Tápies (2010) conducted a study aimed at investigat-

ing the importance of values in family owned firms, in which they established a set of crite-

rias used for defining values. According to them, “values a) are concepts or beliefs; b) per-

tain to desirable objects, end states or behaviors; c) transcend specific situations; d) guide 

selection or evaluation of behavior, things and events, and (e) are ordered by relative im-

portance”. Based on this, the authors argue that people thus place value in not only objects 

or outcomes such as brands, employees and product quality, but also in desirable end-states 

and behavior like customer satisfaction, prestige, integrity and quick responsiveness. Ceja et 

al. (2010) also suggest that as such, values are what specifies an individual‟s guidelines for 

how he should behave in a given situation. Even though such values are often perceived by 

as socially accepted and morally justifiable, one must keep in mind that these values are 

highly personal and dependent on what the particular individual considers “desirable” and 

“good”. Failure to make note of this can lead to the misconception that there are values 

universally deemed as acceptable and pursuable.  

Ceja et al. (2010) also make reference to a claim by Bartlett and Ghoshal (1994), suggesting 

that it is difficult, if not impossible, for a company to rapidly implement new values 

through some form of crash course program. This is based on the idea that existing belief 

and value systems should not be altered without careful prior consideration of possible 

consequences, and that firms instead should focus on building upon the strengths and 

modifying the negative aspects of the existing values. Referencing to the same work, Ceja et 

al. (2010) also identify the three most commonly mentioned values for family-owned and 

non-family businesses alike to be integrity, respect and customers. 

The suggestion that sets of values cannot be changed rapidly does seem quite logical, as be-

lief systems tend to be relatively deeply rooted in both persons and corporate cultures. As 

such, one can suspect that external leaders with conflicting values will indeed be better off 

by attempting to modify existing values, and in this way blend into the culture, than by 

forcefully removing values deemed by him as undesirable and then immediately push new 

ones unto the organization. 

The transmission of values from one generation to another is analyzed by García-Álvarrez 

and Lópes-Sintas (2008), who bring to light that professionals can indeed help the business 

move forward, thus supporting Dyer‟s (1989) argument. The professionals do this by iden-

tifying the values of the family, along with the associated key variables, and finally suggest 

an alternative goal that as the most suitable road to follow for both the family and the 

business.  

The authors claim that the role of the CEO is the most powerful position in the business, 

making all the day-to-day decisions and having the absolute authority. All the decisions that 

are made have a substantial effect not only on the business, but also on the family since 

they are intimately interlinked. Multiple researchers have proven that the CEO‟s own val-

ues is of high importance when it comes to the future of the business and which path it is 

supposed to take (Hambrick & Mason, 1984; Hofstede, 1983, 1994; Hofstede, Neuijen, Ohayv, 

and Sanders, 1990). 
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In essence, they claim that the actual planning of leadership change is not as important as 

the coherence in the transmission of values. Even so, it is the nature of the values transmit-

ted that play the major role in the continued growth and success of the business. 

To be able to transfer the founder‟s values, these are structured into two dimensions: (1) 

the business value dimension, meaning the values of the business in comparison to the 

family‟s, and (2) the psychosocial value dimension, meaning the values that exist for self-

fulfillment against the group orientation (García-Álvarrez & Lópes-Sintas 2008). According to 

these dimensions, four groups of founder-types were found, where each represented a 

unique kind of combination of dimension sets. Ultimately, what could be seen through the 

two dimensions was that the founder will make attempts to transfer his own value structure 

to the successor. García-Álvarez and López-Sintas (2008) identify the three most advanta-

geous values that could be transferred as good reputation, trust, and long-term goals. 

6.9 Personal Values 

As stated before by Parada and Viladás (2010), the definition of values is the belief and 

guidelines set up by the individual. 

Milton Rokeach (1973) defines personal values as „an enduring belief that a specific mode 

of conduct or end-state of existence is personally or socially preferable to an opposite or 

converse mode of conduct or end-state‟ (p. 5). 

What Rokeach (1973) intrinsically argues is that values reflect behaviour and that they, to-

gether with beliefs, are important foundations in every individual‟s life. He identified the 

three fundamental characteristics of values to be: 

1. Persistent over time; 

2. Influencing behaviour, and; 

3. Concerned with individual and /or collective well-being. 

Consequently, Rokeach (1973) suggests notions such as self-respect, freedom, equality, re-

sponsibility and honesty as common values globally possessed by humans. 

6.10 Organizational Values 

When looking at values of the organization, these can also be viewed as the organizational 

culture (McGuire, 2003), where the culture is a system of shared values, beliefs and norms 

between members of a business. It is focused on the guidelines set up by the business, on 

how its members (employees) should behave towards each other, have an understanding of 

their own and others‟ creativity and empowerment, and trust that people are doing the 

right thing. 
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6.11 Organizational Culture 

According to the definition set by Edgar Schein (1997, p.6), the organizational culture can 

be regarded as „basic assumptions and beliefs that are shared by members of an organisa-

tion, that operate unconsciously and define in a taken-for-granted fashion an organisation‟s 

view of itself and its environment‟. 

In order to effectively understand the organizational culture, it is helpful to analyze the par-

ticular organization‟s so-called cultural web. The cultural web displays the „behavioural, 

physical and symbolic manifestations of a culture that inform and are informed by the tak-

en-for-granted assumptions, or paradigm, of an organisation‟ (Johnson, Scholes & Whittington, 

2009, p.134). 

The elements composing the cultural web can be seen in Figure 6.1 below, and are defined 

by Johnson et al. (2009) as: 

 The paradigm is the core of the web and connects all the other elements. It is 

made up of taken-for-granted assumptions and beliefs that together form the or-

ganization‟s collective experience, which is used to better understand a given situa-

tion and apprise the most likely actions to be taken. 

 Routines are, simply put, the way things are done in the organization on a day-to-

day basis. They are likely to be historically anchored and have the function of lubri-

cating the working throughout the organization, and  may additionally add distinc-

tive organizational competences. Routines also represent how the organization 

takes for granted the way certain things should happen. 

 Rituals are events or happenings within the organization that act to reinforce the 

important aspects of the culture. Examples are panels, promotions, training pro-

grammes, and also seemingly mundane activities such as going for drinks after work 

and gossiping in the cafeteria. 

 Stories are told by members of 

an organization both internally 

and to outsiders and help in add-

ing the present, in terms of im-

portant events and personalities, 

to the organizational history. 

Normally these stories deal with 

successes, failures, heroes, vil-

lains and mavericks, and through 

these let the listener know what 

is important within the culture. 

 Symbols are items, actions or 

persons that have a deeper 

meaning than their functional 

purpose in the organization. Of-
Figure 6.1 (Johnson et al., 2009) 
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fices, titles and cars have their own specific functions, but also serve to display hie-

rarchical status. Codified language used in the organization may also be regarded as 

a particularly revealing symbol. To avoid confusion, it must be emphasized that 

other elements of the cultural web (such as routines, structures and control sys-

tems) are also symbolic to a certain degree. 

 Power structures refer to powerful groups made up of individuals within the or-

ganization that are likely to have associations to its core beliefs.  

 Organizational structures shows relationships and roles and their reflection of 

power. The more devolved the organizational structure, the more it may signify that 

competition is more important to the organization than collaboration, whereas a 

formal hierarchical structure may suggest that managers are to deal with strategy 

while workers should follow orders. 

 Control systems, which includes both measurement and reward systems, point out 

what the organization considers important to monitor. For instance, the adding of 

individual bonuses for high volume of produced goods inform of a culture that 

emphasizes individuality and sales quantity above teamwork and quality. 

 

 

7 Method 

7.1 Qualitative Studies 

This study is qualitative in its very nature, as we looked into people‟s values and behavior. 

Flick discussed that it is relevant to use qualitative research if you want to study social rela-

tions, since it covers „the dissolution of “old” social inequalities into the new diversity of 

milieus, subcultures, lifestyles, and ways of living‟ (Flick, 2009, p. 129). From this we see 

that qualitative studies deal with social inequalities in the new perspective of subcultures, 

lifestyles and ways of living, which all in fact are affected by values. 

7.2 Case Studies 

Yin stated that „the essence of a case study, the central tendency among all types of case 

study, is that it tries to illuminate a decision or set of decisions: why they were taken, how 

they were implemented, and with what result (Yin, 2009, p. 17).‟ As we aimed to create an 

understanding of  values and why they have changed, the use of a case study would accord-

ing to Yin‟s statement effectively help us illuminate the effects of the decision to hire an ex-

ternal CEO. In our case study we used an embedded design with the company as a whole 

as the main unit on which we conducted the case analysis.  

To initially try to identify our main unit‟s values, we had to attempt to make the values 

tangible, and we did so by looking at the company‟s culture as the paradigm of these. To 

discover a company‟s culture we analyzed answers given by the people that created it, as 
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well as those that are influencing and influenced by the culture. These persons are the 

CEO, owner and employees, and they were as such used as our subunits. Also, to under-

stand the reason for any change in organizational values, we decided to investigate the 

CEO‟s and the owner‟s personal values, as these influence the company culture. The rea-

son that we chose to use an embedded design is that with a holistic design, there would 

have been  higher risk of the research question shifting and the whole research design 

would have had to change as a consequence. By using an embedded design, we stabilized 

and focused our case study research (Yin, 2009). Although according to Yin (2009), there 

are some drawbacks of using an embedded design since it increase the possibility of  losing 

focus on the main unit, which could possibly lead to over-commitment to the subunits and 

thus straying from the research questions.  

The limitation of using a case study is according to Flick (2009) that it will be problematic 

to generalize your findings, especially when you are researching for a theoretical under-

standing. Although we were not looking to establish a generalization with our study, we did 

even so use a multiple case study to try to strengthen our findings, based on Flick‟s (2009) 

argument that by performing more than one case study you will be able to bypass this 

problem of generalization. 

To be able to answer our research question, we had to touch upon organizational culture 

and personal values. Values and culture are intangible (Hall, 1993), and to find them we had 

to interpret information as objectively as possible. We used the cultural web and situational 

questions as tools to be able to do this, which will be elaborated upon in respective sub-

chapters below.  

As the companies in this study are anonymous by request, we have codified their names as 

Company Green and Company Red. The CEO, owner and employees were named as their 

position followed by the company colour.  

7.3 Multiple Case Studies 

Past research show that „the evidence from multiple cases is often considered more com-

pelling, and the overall study is therefore regarded as being more robust‟ (Yin, 2009, p. 53). 

However, Yin (2009) also mentions that a multiple case study does not satisfy the rationale 

as the single case study, meaning that rare, unusual, critical, and revelatory cases should be 

performed as single case studies. Our study can be seen as a rare case due to the fact that 

there is not much research in this particular perspective of the field. On the other hand Yin 

(2009) said that if two cases with contrasting situations are chosen intentionally without 

seeking a replication, and the findings support the hypothesized contrast, it is a good start 

to a theoretical replication which are again strengthening the findings of the multiple case 

instead of a single case study. 
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7.4 Interviews 

Interviews are used to gather information for analysis and evaluation, and create an under-

standing of the subjects and theories behind process designs and implementation, which 

would be particularly useful for cases, such as ours, where the design and implementation 

alike can be done unconsciously (Clarke & Dawson, 1999). By conducting interviews rather 

than focus group, the weight was placed solely on the interviewee and hence made it easier 

for us to control the conversation and evaluate the answers in order to successfully identify 

the values, beliefs and principles of the interviewee, which is essential data for the answer-

ing of the study‟s research questions.  

As the interviews focused on how the interviewee relate to culture and how they see the 

culture, this method did not describe the true culture of the companies, but instead the 

perspective of the culture as perceived by the interviewee.  

Data was collected by conducting interviews with the owner, external CEO and employees 

of two family businesses. Because the companies were founded and located in Sweden, the 

interviews were held in Swedish and then translated to English, as to minimize misunders-

tandings during the interviews due to possible language barriers. The interview questions 

for the CEO, the owner and the employees respectively can be found in the appendix. 

7.4.1 Semi-Structured Interviews 

In this study, we conducted semi-structured interviews with the companies since this pro-

vided a structural framework with predetermined questions to follow, which would ulti-

mately facilitate the analysis when comparing the different companies. The semi-structure 

also allowed the use of open-ended questions and the pursuit of elaborated and deeper ex-

planations from the interviewees as to be able to identify their values, beliefs and principles. 

Clarke and Dawson (1999) say that in a semi-structured interview there do exist standar-

dized questions that all interviewees must be asked, as well as open-ended questions that let 

the interviewee elaborate more on their individual answers and bring forth more qualitative 

information. The weakness of choosing this method would be that without a fully struc-

tured interview it was more difficult to compare the companies and find a concrete answer, 

while not choosing a completely unstructured interview brought forth some problems in 

identifying the true values of the interviewee. 

7.4.1.1 Behavioural and Situational Questions 

The interviews included many situational and behavioral questions in order to ensure the 

validity of the interviewees‟ self-perception. Huffcutt, Weekley, Jones, Degroot and Wiesn-

er (2001) said that behavioral questions are based on the idea that past behavior is the best 

predictor for future behavior, as the common standpoint regarding human predictability is 

that actual behavior is better than hypothesizing. Behavioral questions are open-ended in 

their nature, as to bring out a more comprehensive answer (Career Services Center at University 

of Delaware, 2012). These questions were used because when the respondents are asked to 
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describe how they acted in a certain ways and what roles they had in that particular scena-

rio, we would get information about their behaviors in the process.  

The situational interview questions, where the respondents are asked how they would 

act/respond in a hypothetical situation, are based on the Latham's goal-setting theory 

where the basic assumption is that intent precedes actions (Huffcutt et al., 2001). Because of 

the evaluation criteria, these questions provide better consistency in scenarios and due to 

these hypothetical situations the respondents are all judged from the same perspective 

(Huffcutt et al., 2001). By using both situational and behavioral questions, we aimed to iden-

tify the values of the CEO and the owner, as well as find out more about the organizational 

culture of the companies. 

7.5 Snowball Sampling 

Picking the companies from which interviewees are drawn is called snowball sampling. De-

fined by Morgan (2008), this type of sampling uses a small pool of initial informants who 

are in accordance to the criteria set up for the particular study. As the name implies, the 

size of the snowball increases as it rolls down a hill, much in the same way that one infor-

mant refers to others thus making the sampling pool increase exponentially. 

Since there are no specific lists or databases of companies that fall within the set up criteria, 

the use of snowball sampling is useful where there is a selection of a precise number of par-

ticipants which is known to be eligible. Here the initial informant was two researchers with-

in the fields of owner-led and family businesses from JIBS (Jönköping International Busi-

ness School), who works closely with different companies that fulfill the criterias.  

To eliminate the risk of biased answering, sampling did not go further than the first refer-

rals. This so that the characteristics of the businesses were still within the set parameters, 

and that the referral would still be correct and not taken at random. 

7.6 Secondary Data 

To develop an understanding of the subject as well as to create a credible background, past 

research covering both the area itself as well as related fields was studied and assembled in-

to a frame of reference. The previous research was found using the databases Primo, Sco-

pus and Google Scholar, as well as the Jönköping University library.  

This to reinforce the credibility of our secondary data, which according to Saunders, Lewis 

and Thornhill (2009) gives a higher quality of research as well as a more permanent selec-

tion of data. 

To expand our own knowledge of the subject matter before commencing the primary data 

collection, interviews were conducted with two professors from JIBS that have extensive 

experience and insight within the field of change in leadership and external leaders in family 

businesses. The professors were found by identifying which persons at JIBS that possessed 

the necessary knowledge, given the fact that this university specializes in family businesses.  
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We held unstructured interviews with the professors as this interview type are used to in-

crease the understanding of a subject based on the experience and knowledge of the inter-

viewees (Clarke & Dawson, 1999). This information created an insight that helped us to 

chose an appropriate evaluation design and constructing an effective interview schedule 

(Clarke & Dawson, 1999). These two interviewees were also the initial informants in our 

subsequent snowball sampling. 

7.7 Method of Analysis 

We conducted a pattern matching analysis as focus lies on how the organizational culture 

change after a change in leadership to an external CEO. As such, pattern matching logic 

was a desirable technique for case study analysis that would strengthen our case study if the 

patterns matched, and our case could thus be related to our dependent or independent va-

riable (Yin, 2009).  

When doing the pattern analysis we had the variables of organizational culture as one vari-

able and the other being personal values. First we checked if the CEO‟s personal values 

differed in regard to the family‟s, followed by checking if the organizational culture 

changed when the company shifted to an external CEO and also why this change did or 

did not occur in relation to the difference of personal values.When we had done this analy-

sis on both cases, we conducted a cross case analysis, where we compared the cases to see 

if there was common denominator shared by the cases, and in that way see if there existed 

some sort of pattern. This was possible due to the fact that we used simple patterns where 

a case can have only two variables, since „pattern matching is possible as long as a different 

pattern has been stipulated for these two variables‟ (Yin, 2009, p. 140).  However, the low 

number of variables also meant that it was important for the patterns to be more distinct to 

be able to compare the differences (Yin, 2009). 

 

8 Results / Empirical findings 

8.1 Case 1 - Company Green 

Company Green was founded in early 20th century as a small family business. In the 1950s 

Company Green consisted of fifteen employees, but since the founder‟s son took over the 

CEO position the company has grown to become a medium sized family business with ap-

proximately one hundred employees. It has stores in three different geographical locations 

in Sweden and is presently a retailer for several major brand within their sector. In terms of 

organizational structure, the company is built up by the owner at the top and the board of 

directors just below, followed by the CEO and then the management team, which consists 

of five managers and the CEO. Below are the middle managers and lastly the employees.  
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Company Green operates towards customers in both the business and the private sector, 

and has the goals of continued growth and expansion in addition to preserving high quality 

and an environmental focus in products and services. 

CEO Green has been working in Company Green for seven years and the owner family, 

which includes the owner and his two sons, is not involved in the day to day business of 

the company. They only play the role of owners and board members, and the owner holds 

the position of chairman of the board. 

8.1.1 Personal 

Owner „When we decided for CEO Green, it was due to the fact that we were on the 

same wavelength, act and think in a similar way. Also that CEO Green has re-

sembling values to myself, such as the way to be straightforward, honest and 

treat everyone that is involved fairly and create trust.‟ 

CEO „It was my own belief, based on experience, that in order to be able to success-

fully run the company, there had to be a certain level of coherence between the 

owner and myself. If not, I felt that I would most likely be a mismatch to the 

company‟s culture and values, and as such be rejected by the organization as a 

whole within a relatively short period of time.‟ 

Employee „Both CEO Green and Owner Green are very similar […] they have the same 

fundamental values.‟ 

 

As persons, both the owner and the CEO express that the decision to select CEO Green 

as successor was an easy one since they both feel they have the same values and view on 

life. As stated by Owner Green, the fact that they were „on the same wavelength‟ played a 

major part in the choice. This is confirmed by the employee who identifies the two leaders 

as very similar, and having the same fundamental values. 

 

Below follows some situational questions that identify how the different leaders position 

themselves. 

Q1:  Choosing between a 20% raise or finding a new best friend. 

Owner CEO 

„It is hard to quantify, but friends are im-

portant.‟ 

„I value relationships, and would probably 

choose a new best friend. 20% is tempting, 

but there is a limit to how much money 

you can earn before becoming greedy.‟ 
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Q2: Having to fire 20% work force, in order to increase the company revenue. 

Owner CEO 

„If I have to lay off people, I would. I have 

done so in the past, since if you are not 

doing a good job with us you will probably 

be better off with another company.‟ 

„It is not an action I would take without 

more circumstantial awareness. Since I val-

ue long-term profit over short-term. I 

would only lay off 20% if it was absolutely 

necessary to do so, in order to save the 

company from bankruptcy.‟ 

 

Q3: Lower production cost by changing supplier, resulting in that supplier having to fire 

some of their employees. 

Owner CEO 

„The most important is the survival of the 

company. It should be run professionally, 

which means that the supplier has to fol-

low the conditions set up by the company, 

and the effects of changing a supplier that 

does not follow the conditions will be 

purely the supplier‟s own responsibility.‟ 

„I would take the action of changing sup-

plier, as it does not affect my company or 

me on a personal level. I have done so in 

the past.‟ 

 

Q4: What is the most important skill in a company? 

Owner CEO 

„The most important skills to succeed in a 

company are to be competent, knowledge-

able and honest, as well as listen to people 

you have a good relationship with. These 

are important because if you do not listen 

you will take wrong decisions; if you are 

not honest you will never build trust, and 

are you not knowledgeable you will not be 

able to do your job properly‟ 

„For me, openness and honesty is impor-

tant. I try to live by the phrase: what you see 

is what you get.‟ 
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8.1.2 Organizational culture 

8.1.2.1 Stories 

There were no answers that could be classified as stories in Company Green. 

8.1.2.2 Symbols 

Owner „As a CEO, I think it is important to walk around and talk to all the employees, 

what they are doing, what is good and what is bad.‟ 

CEO „I don‟t persist on using titles or hierarchical status. I like to walk around at the 

premises and talk and joke with all the employees and middle managers.‟ 

„It is also very important that all the employees can have open relationships 

where they can show and discuss their personal opinions.‟ 

Employee „Titles are not used in everyday conversation.‟ 

„The dress code used to be more formal before CEO Green took over, but de-

duces that „the more relaxed clothing allowed today is thus probably a result 

that fashion change rather than change in leadership.‟ 

„When we speak amongst each other, there is a tone of friendship, even if it is 

between a manager and an employee.‟ 

 

Since this is the core of symbols presented within the business, both leaders, old and new 

alike, showed that there is a very informal tone present in the company.  Backed up by the 

employee, informality and fellowship does seem to be important throughout the organiza-

tion. 

8.1.2.3 Power Structure 

Owner „I let the CEO do his work. He has a good salary and is expected to do a good 

work. And if he has a good salary, I will not do his job for him. ‟ 

„The owner directives imply that it is important that the board, and through it 

the owners, should be involved in the strategical questions of the business.‟ 

CEO „I have gotten good backing from the board and owners when it comes to 

changes. They trust me to follow the established directives and they are not in-

volved in the day-to-day business.‟ 

Employee „The board does have things to say about changes, but they are usually on CEO 
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Green‟s side when they discuss the change. However, almost all the time, they 

do not go over the head of the CEO.‟ 

 

In the light of the power within the organization, the board has the possibility to actually 

gouge out the power that lies with the CEO. In this situation, we have evidence that this it 

is not the case.  The board is backing up the CEO in all instances, as is stated by both the 

CEO himself and the employee. 

This resolves any lingering doubts that the main power of the business would not be in the 
hands of the CEO after the change in leadership. 
 

8.1.2.4 Organizational Structure 

Owner „The employees are a really important resource, every employee is important, 

and if they are not important then there is a problem because then you should 

not be in Company Green anymore.‟ 

CEO „The employees are human capital and if we do not take care of this, then it will 

have bad consequences.‟ 

Employee „I feel that it is just as rewarding and motivating to go to work today as it was 

with Owner Green in charge. In some ways, it is even more motivating now 

under CEO Green, since he is more offensive and forward in his entire person, 

and that is both fun and challenging.‟ 

„The company sees the employees more in a personal way, like family members. 

They really care about us.‟ 

„Organizationally, in terms of hierarchy, there are not that many levels of man-

agers. There used to be several layers in the organization, but the current lea-

dership is trying to make the chain of command more effective and is thus re-

ducing the number of instances between top and bottom. This is something 

that is good in both short and long run.‟ 

 

Both the owner and CEO are stating that they see the employees as valuable assets rather 

than parts in some machinery that are easily replaceable. They consider it important to real-

ly take care of them and make them feel like they are members of a family, in order to en-

hance the the employees‟ feelings towards the organization and make them more loyal. 

This is backed up by Employee Green, who feels that the organizational structure has 

evolved in a good direction after the leadership change. 
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8.1.2.5 Control Systems 

Owner „In small details, you notice that the board questions the decisions taken by the 

CEO, which is where you know to draw the line between owner, board, and 

CEO, and the foundation on which the CEO makes his decisions, which could 

be due to the background of CEO Green. However you have to have an accep-

tance that the external CEO has the right to make the changes he thinks is right 

as long as he has a good reason for this.‟ 

CEO „I do not feel the need to know every little detail, nor do I want my middle 

managers to. The management team sets up the goals together and explains to 

the employees that these are the frames within which they are to operate. They 

then give the employees a large scoop of freedom of action.‟ 

„I strongly believe in the concept of personal responsibility, but that there has 

to be a clear set of instructions present for this work in everyday business oper-

ations. I want free employees who knows what the frame of responsibilities 

are.‟ 

„My belief is that [...] if you‟re given authorities in relation to what you‟re ex-

pected to perform, then there is a responsibility within this. So somehow I 

want my employees to understand this, without me having to repeat their indi-

vidual responsibilities every Monday morning – that should be clear to them 

once they‟re employed.‟ 

Employee „Owner Green always excelled at infusing trust and delegating responsibilities in 

such a way that the employees felt comfortable. CEO Green does this as well, 

but applies freedom with responsibilities much more frequently.‟ 

„There are bonuses existing for certain positions in the company, but these are 

part of the individual‟s salary agreement. There is no implemented system for 

monetary bonuses, but one might receive special credit or an award at for in-

stance the Christmas party.‟ 

„Most of the salesmen however, have internal sales competitions through the 

brands they represent, but none of these competitions are set up or adminis-

tered by Company Green. Also most of them add their provisions into one 

sum that they then split equally between themselves. This is something they‟ve 

come up with all by themselves, and I believe it is very unique for our compa-

ny.‟ 

 

When it comes to the control executed by the closest manager, the employee concludes 

that every employee is free to actually work in his or her own way, without a senior hover-
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ing over your shoulder. There are hints of a friction between CEO and the board, but the 

proportion to constitute a value-mismatch by itself. 

8.1.2.6 Routines 

Owner „As an owner you have to have an acceptance that the CEO should have the 

rights to make changes he sees necessary as long as he has a solid reason as to 

why he is making these changes.‟ 

„There have been many changes since CEO Green took over, but the major 

changes have been made in accordance and great discussion with me.‟ 

„[...]Company Green should be run professionally and profitable, where you se-

ize opportunities and strive for further development [...]‟ 

CEO „First we changed the business focus to be more oriented toward market. Then 

we changed „software‟ as it is the most important, since this is what differs us 

from other retailers. So we have worked hard to improve this, to have the right 

staff that is social, especially in sales and the reception. Before we had em-

ployees that were really good at their specific job tasks, but not really suitable 

for customer contact.‟ 

„Employees that are really resistant to change the only thing you could do is to 

take time to try to talk with them and understand what the reason is to resis-

tant, is it because it is uncomfortable for them or is it fear, and I would say that 

in most cases it is fear.‟ 

Employee „He [Owner Green] gave a task, and then it was up to the employee himself to 

solve it.‟  

„The company is still run according to the same ideals as it always has been. 

Changes themselves are taken positively by the employees, as the company it-

self is not especially conservative in its nature.‟ 

 

In resemblance to control systems, Owner Green trusts that the CEO is doing a good job, 

and when it comes to major changes that could affect the entire business, the decision has 

been mutually agreed upon by the CEO and owner. 

When it comes to employees, CEO Green is showing trust in the way that guidelines are 

set up by the management for the employees to follow, and does not feel the need to check 

up on the employees to see if they are actually operating within these frames. 
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8.1.2.7 Rituals 

Owner „I did not eat lunch at the office [...] on the other hand I had coffee breaks with 

the people I worked with.‟ 

CEO „For example, this morning, I sat down with the mechanics and had a cup of 

coffee […] I want that feeling with the employees, that I can show up any-

where without them having to stand at attention. Of course they should have 

respect for me, but I still want to be able to sit down and chat with them and 

be a friendly person.‟ 

Employee „Overall, the chemistry between co-workers is very good. We have coffee 

breaks and breakfasts, where everybody can socialize and spend time together. 

Most people eat at the dining hall during lunch, though there are some separa-

tions between different groups. This could probably be due to for example the 

dirty clothes some of the workers get when doing their job, and it has always 

been like this.‟ 

 

As rituals, the typical coffee break is a big part of Company Green. It is during these occa-

sions that the bonds between co-workers in different departments are forged and main-

tained. Even the CEO and owner are known for being around the company to socialize 

and take a cup of coffee with the employees, CEO Green in particular want the employees 

to know that he can show up even in the “dirtier” areas of the company to talk with em-

ployees, without it necessarily having any underlying meaning. 

 

8.2 Case 2 - Company Red 

Company Red was founded early 21st century and is a software provider in the betting and 

gaming industry. The company consists of sixteen employees, and the organizational hie-

rarchy is made up by the board, followed by the CEO, the chairman of the board and the 

head of development. The main owner, Owner Red, is still involved in the business as a 

working member of the board where he helps with customer relations, the economy and 

business development. He also acts as an advisor for the current CEO if he has any ques-

tion regarding work or the company at large. The company has its main office in Sweden. 

Company Red offers gaming platforms for multiple online games and focus solely on busi-

ness to business. Company Red creates and owns the software, however the software‟s 

layout is changed after the customers requirements and then leased from Company Red. 

Also, the software is marketed in the customers name. Two years ago, Owner Red re-

cruited CEO Red as the CEO to take over the operational responsibility of Company Red. 
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8.2.1 Personal 

 Owner „CEO Red and me have the same values on what is important in the long run. 

[...] it was because of him that I realized what I actually wanted. I had not writ-

ten anything down about what my vision was.‟ 

„[...] we took in CEO Red, through the chairman of board, and it proved that 

CEO Red was absolutely right in frame of thought.‟ 

CEO „It is not very often that I have an opinion that differs from the owner and co-

workers. Sure, I can have an opinion, but to take a decision, I talk with people, 

listen on what they think, and convince them either or the other way, is impor-

tant. I can be wrong and revise my opinion. I rarely take a decision just like 

that.‟ 

„I feel that my personal values and those of the company are absolutely similar, 

and it is necessary for them to be if you want it to be long term. You could go 

after splendid finances by going full throttle and do not stop until everyone is 

maxed out. This is not what we are after, but rather a stable and good econom-

ic situation, and have a good everyday life together.‟ 

Employee „There are both similarities and differences between the CEO and owner. The 

owner is more trusting as a person, for good or bad, and very open with every-

thing that is going on, and he says what he thinks and feels. He is also more 

concerned with everyone's opinion about things,he is a bit unpredictable, which 

could be both good and bad. CEO Red is more a rock, there are not many sur-

prises there, but you can always count on him to do what he should do, and 

want. He has the principle to be out of the way as much as possible, and not to 

meddle in things, but to be at hand if the desire is there.‟ 

 

Through the eyes of CEO Red and Owner Red, they are more like each other that for ex-

ample Employee Red think is apparent. In view of overall values and thoughts, they might 

be more like each other than employee can see, but downward, the similarities are not as 

apparent, and some differences are brought to light as well. 

Below follows some situational questions that identify how the different leaders position 

themselves. 
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Q1:  Choosing between a 20% raise or finding a new best friend. 

Owner CEO 

„It all depends on the economical situation 

and workload, and also depends if you 

work alone or not. I would not take a deci-

sion that depends solely on money.‟ 

„I would have chosen a new best friend, 

because I can already feed my four children 

and live a good life. However it is hard to 

find someone important, with age human 

relationships gets more important.‟ 

 

Q2: Having to fire 20% work force, in order to increase the company revenue. 

Owner CEO 

„NO! And we have already proven that we 

would not do that, as we have more em-

ployees that is necessarily needed.‟ 

„I would not have resigned the co-workers, 

because it has to be in-line with the visions 

and values of the company if I am going to 

take that decision. However if it was a 

long-term decision I would do it.‟ 

 

Q3: Lower production cost by changing supplier, resulting in that supplier having to fire 

some of their employees. 

Owner CEO 

„I would not change supplier that I have 

created a working relationship with, only to 

earn a little more money. However, I 

would change if they could not deliver the 

product, or do not have a satisfactory qual-

ity. In that case, I would rather pay a little 

more for good quality.‟ 

„Yes, if their product was not competitive 

enough and that it will be problems with it, 

and it is not my task to sponsor that sup-

plier. My job is to make sure that my com-

pany manages the turnover, and to make 

sure that the suppliers does their job. 

If they are unable to deliver or are worse 

than any other supplier, then I must look 

to my own group first hand, and make sure 

that the right decision is made. However, 

we do not have to be disloyal, but rather 

see if we can solve the problem in some 

way.‟ 
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Q4: What is the most important skill in a company? 

Owner CEO 

„It depends on the position held in a com-

pany, but I believe in engagement. You 

should never quit, you should keep on 

fighting!‟ 

„I have two! First of all you have to be able 

to carry out your task in a purely technical 

way and then you have to able to relate to 

people in a good way. Skill and social com-

petence.‟ 

 

8.2.2 Organizational Culture 

8.2.2.1 Stories 

There were no answers that could be classified as stories in Company Red. 

8.2.2.2 Symbols 

Owner „When we speak to one another, it is as among friends, on a first name basis.‟ 

„We do not have a dress code, however I want the staff to dress more proper 

when we have customer visiting, otherwise they should wear what they feel 

comfortable in.‟ 

„Everybody is treated the same, regardless of position. Titles have not been an 

important part of work; it was only there to specify your working description. I 

gave away my title to one of the sellers, who claimed that it would help him be 

a better seller.‟ 

CEO „The only thing I have said about dress code is that when it comes to represen-

tation toward customers, involved employees should dress a bit more nicely 

than usual. Otherwise the employees can dress how they like, whatever they 

feel comfortable in. The co-workers have influenced me, and I adapted to the 

culture. So now I wear everyday-jeans, a t-shirt, and slippers.‟ 

Employee „The hierarchical status within the company is not strictly followed.‟ „Every-

body has certain titles and responsibilities but these are not used per se. These 

[responsibilities] are much more than what it says on paper, and it differs from 

other workplaces.‟ 

„There is no dress code at work; I sometimes sit in my underwear and work, if 

it is a hot day. But usually, it is a pair of jeans, a t-shirt or shirt.‟ 
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The lack of a hierarchical ladder shows a very flat organization, where all employees are on 

a borderline equal level with managers, and board. 

8.2.2.3 Power Structure 

Owner „Since I left the position as CEO it is hard to not involve myself in the day-to-

day business, especially when the staff sometimes came to me and ask ques-

tions. Lately, I have learned that I cannot get involved or answer those ques-

tions, since doing so defies the need for having CEO Red as the CEO.‟ 

„CEO Red does not implement any major changes without talking to me first. 

He has done changes, but I have always been involved [...]. He is also very good 

at making the employees come up with suggestions for change themselves, 

even if it is his idea from the beginning. So when a change is implemented, it 

has good anchoring with both employees and board. This is one of the more 

important parts with the CEO, to be able to communicate.‟ 

CEO „I think that Owner Red has a hard time letting go of the company‟s day-to-day 

business, and that this is understandable as the company is “his baby”.‟ 

Employee „He [Owner Red] had a hard time letting go of those tasks he handled before. I 

do not think he was aware that it was a problem, but after a while, people 

started to get confused and told the CEO that they could not work that way. It 

interfered with the day-to-day work, and ended up with a talk between the 

CEO and owner. Nowadays it is much better, it rarely happens anymore.‟ 

 

As the power shifted from the owner to CEO Red, there were some expressed issues from 

employees where they did not know whose directives to follow and who to respond to. By 

communicating these issues on ground level first, and then going upward to the CEO and 

owner, where the issue was presented, it was eventually averted and solved in a satisfactory 

way for the employees. 

  



 

 
33 

8.2.2.4 Organizational Structure 

Owner „[...] I try to follow the golden rule: One should treat others as one would like others to 

treat oneself.‟ 

„For me, and for our company, the employees are unbelievably important be-

cause it is they who create our product. It is the knowledge they posses that is 

important, and you can not just substitute one person for another.‟ 

CEO „The employees are people who needs to feel well both at work and in their 

spare time. You have to get them to get perspectives on life outside work and 

get a healthy relationship to work as something creative and fun. From an eco-

nomic perspective, taking good care of the employees is a huge investment but 

it‟s worth it, if you see them as the people they are and get them to feel secure, 

they will perform a better job.‟ 

Employee „I think that Owner Red made some people feel more at ease in certain ways, 

and that helped them express themselves more freely, when he held the posi-

tion as CEO. Probably because he was so approachable and open, since he was 

also a buddy among all the other staff. It was not like a role or an act, it was just 

his natural way. But on the other hand, that freedom could at times be detri-

mental to efficiency and actual work [...]. He communicated with everyone at 

work, but did not care exactly who did what. That was someone else‟s respon-

sibility. CEO Red is more about delegating the responsibility through others. 

He speaks a bit less with everyone, but more with few, like a tree-structure.‟ 

„In this company, there is among the highest level of loyalty you can expect. 

Everyone needs to fit in, and be a part of the entirety. Every individual is valu-

able, and not only for the position they hold. This part has been equally impor-

tant both for the owner and the new CEO.‟ 

 

In the structure of the organization, the most evident traits shown by the top managers are 

that they put themselves on equal footing with the employees. In turn, they earn the loyalty 

of the employees, and because both leaders have expressed the value of their workers, this 

has not been altered after the change in leadership. 
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8.2.2.5 Control Systems 

Owner „I feel that personal responsibility is important, the small thing. Be responsible 

for oneself and for others, be respectful, and with common sense and good 

judgment contribute to your co-workers.‟ 

„I would be happy to make the employees come in earlier in the morning, but 

that might be difficult if they work late at night. If you want to maintain the 

creativity, efficiency, and will to work, you have to nurture the individuals cul-

ture, and not only the culture of time.‟ 

CEO „I felt that I did not want to destroy any creativity, as the company is built on 

creativity, personal responsibility and freedom. [...] I wanted to make a change 

that did not destroy this culture but instead made it more efficient.‟ 

„It is hard to tell someone to be creative [...]. Instead you have to create an envi-

ronment where the employees will have a artistic freedom, and if they get crea-

tive at night then they should be able to stay the night and take a day off at 

another time.‟ 

Employee „When speaking about personal responsibility, we can connect that to the phi-

losophy of the company, freedom to take responsibility. They trust that every-

body does what they need to do, should do, and have to do, while at the same 

time they are not very strict when it comes to time-management.‟ 

„It is the same principle as such, though it was not expressed in the same way.‟ 

 

Expressed through their way of working, the priority of creativity and personal responsible 

is evident when it comes to working hours. Management‟s attempts to not smother the 

creativity personal responsibility is shown to all employees, and appears to be unchanged 

after the leadership transition.   

8.2.2.6 Routines 

Owner „In the beginning, [...] They were against the change due to normal reasons, 

meaning that our employees previously didn‟t like changes without feeling 

comfortable in that it would lead to something better. Today they have learned 

that our changes will generally mean an improvement and the scary part of be-

ing part of the change has now become more positive than scary.‟ 

„Either by my involvement as a board member, or from talks between me and 

CEO Red, I feel that CEO Red has my trust, but even so it still is a consensus 

that changes need approval. And the ability to communicate in these matters is 

a particular skill that I appreciate in the CEO.‟ 
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CEO „From the start, there was only one product. But when I took over, it was ob-

vious that we needed more segments, which we introduced. There have also 

been some reconstructions in the organization.‟ 

Employee „CEO Red tried a couple of new things, such as changing who you shared of-

fice space with. Some thought this was a fun idea, while others did not see the 

meaning.‟ 

„He [CEO Red] also opened up for new types of businesses, such as consulting 

projects, instead of focusing only on commission. This change was something 

that was generally well accepted by most. Up until now, it has not been a very 

common way of working, but sometimes it occurs.‟ 

 

Changes in routines are evident from all interviews, which the employees are not favorable 

towards. That is, however, only true when it comes to changes in the working environ-

ment. When looking at changes in work tasks, the employees‟ resistance to change is not 

prominent at all. 

8.2.2.7 Rituals 

Owner „It is important to create a good culture and to make the employees to feel se-

cure. That is why we have the breakfast in the mornings and different activities 

on Wednesdays, that are organized by the company. We also have an activity 

room, which the employees themselves got a budget for and can furnish how-

ever they like.‟ 

„I think that the employees are very satisfied with how well they are being taken 

care of, even with the freedom of working hours. Freedom under responsibili-

ty; the only demand is that they are here between 10 and 15, and do their job.‟ 

CEO „Every morning we eat breakfast together and most days we have coffee break 

at 3 PM as well. For lunch there are two different groups, the ones who eat at 

the office and those who do not, and we do not divide into groups while eating 

but mix it up; the reason could be that I am the only administrative worker. We 

also have game Tuesday, where the staff plays board games together, and we 

have been to Go-cart together and last year we went on conference abroad and 

learnt how to surf as well, it was great team-building.‟ 

Employee „When it comes to coffee breaks, we have that every other day. Everybody is 

welcome, and usually most employees come and join, even though it is volunta-

ry. We also have a joint breakfast, which also serves as a big gathering point.‟ 

„Apart from that, we have after works that were set to be one big event every 

other month, and a smaller one in between. These have been discontinued due 
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to everybody‟s differences in schedule. Now they happen more when some-

body feels like it.‟ 

 

Owner Red and CEO Red have taken measures in attempting to get the employees to so-

cialize with one another in a more relaxed way and thus effectively reinforce the organiza-

tional culture. As supported by Employee Red‟s statement, the coffee breaks and breakfasts 

are rituals that are usually attended by most employees and even managers. The after work 

events serve the same purpose, but have unlike the other rituals become less occurring. 

Whether this is due to the new leadership is however not elaborated upon. 

 

9 Analysis / Interpretation 

9.1 Company Green 

9.1.1 Personal 

Deduced by Employee Green, both CEO Green and Owner Green are similar in the way 

that they have the same fundamental values. As researched by Lam (2011), the desire to 

have a successor with similar values is sought after, but the result concluded that it was not 

a demand in the end. If this however is managed, and the values of the new leader are in-

deed similar, or even the same, as the incumbents, it would be beneficial. 

In the situational questions, the evidence points toward some slight differences between 

owner and CEO. When coming to the choice of increasing revenue in exchange of cutting 

the workforce by one fifth, Owner Green was not hesitant in the response that he would, 

and that he had before. Under the same point, CEO Green said that he would only do this 

if it was to save the company from bankruptcy. The rationality expressed by the owner is 

due to the fact that he is the founder, and that this company is still something that he cares 

about. As Brockhaus (2004) stated, that the founder fear the declining role in life, and that 

his legacy is what defines what he has done with his life. The survival of the organization is 

crucial. 

The choice of an external manager could partly be due to the fact that, according to Dyer 

(1989), the family members are not yet ready to take over position as CEO, and to be able 

to transfer the company until such a time, an external CEO needs to come in and act as a 

steward.  

García-Álvarez and López-Sintas (2008) gives the reason of choice of a non family member 

as a way to urge the business forward, which here is apparent when reading the answers on 

how the CEO implemented changes, and what kind of changes that was. 
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The final question, asking what the most important skills to possess was, revealed similari-

ties with both leaders choosing honesty as a trait. The other traits differed from openness 

with the CEO to competence and knowledge with the owner. The openness valued by 

CEO Green is also a trait that can be found in García-Álvarez and López-Sintas‟ (2008) 

lens, described as a trait that brings the company forward. Combined with the perspective 

of Reichers et al. (1997), that the resistance to change in the organization could be reduced 

by letting the employees air concerns and feeling, the openness of CEO Green does indeed 

appear to make the employees feel more secure and shift the culture to being less resistant 

to change. 

9.1.2 Organizational Culture 

9.1.2.1 Symbols 

Both CEO and owner stated that they feel a need for communicating with the employees, 

to see how they feel regarding a given question or task, and that the employees should be 

able to actually express their personal opinions. No apparent titles or dress code brings 

everyone to the same hierarchical level and closes the gap between managers and em-

ployees. This is backed up by Employee Green‟s feeling that the conversational tone be-

tween co-workers is more like that of friends than colleagues, and it has always been so re-

gardless of CEO. As seen in the study by CIPD and PPMA (2012) and the work done by 

Kotter and Schlesinger (1979), this way of communicating with employees is the easiest 

way to discover what the reason for resistance to change is, implying the culture was and is 

still horizontal and transparent as leaders are close to employees and can easily fathom their 

concerns.  

From a symbols perspective, both Owner Green and CEO Green's valued honesty as the 

most important skill to succeed in a company, and Owner Green mentioned ability to listen 

while CEO Green said openness. This differs somewhat from Sharma's (2004) work, which 

suggests that it is stakeholders‟ view of success is the main factor to determine a company's 

success, although if this view is not followed problems can arise. Dealing with these prob-

lems requires three dimensions: connectivity, or the power to influence the business mem-

bers, closeness, which is an influential relation with top management, and  betweenness 

that is a central flow of information (Sharma, 2004). Unknowingly both owner and CEO 

have thus in fact displayed possession of these dimensions through the values their selected 

skills symbolize, which means that even though their answers differed, the underlying val-

ues leadership emphasizes through skills remain the same after the change of CEO. 

9.1.2.2 Power Structure 

Before the change to an external CEO, the position of CEO and owner was held by the 

same person, however now the positions are held by two different people. This implies that 

the company's authority positions are now influencing the company from two individuals. 

Further García-Álvarrez and Lópes-Sintas (2008) state that the CEO holds the most po-

werful position as he makes all the decisions in the day-to-day business and has most au-
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thority. Furthermore, they argue that all the decisions he takes does not just affect the 

business, but also the family as they are intimately interlinked. 

Even so, for the CEO to be able to receive the power to be influential in the company‟s 

core beliefs, he needs support. Davis et al. (1997) explained stewardship theory as when the 

leader works as a steward toward the business‟ goals rather than his own personal goals, 

and CEO Green and Owner Green‟s statements about what has happened between the 

two parties make it apparent that this is the case in Company Green. CEO Green states 

that he has gotten backing from the board in the changes he wanted to implement, which is 

backed up by the employee‟s view on the management. The problem brought forward by 

Brockhaus (2004), that it is possible that the owner can not keep his hands out of the com-

pany, is mentioned by Owner Green himself in his claim that he has no intention to med-

dle in the business operations at all. He stated that he pays CEO Green for a reason and 

that it is his job to do what he is paid for. The reason he could trust his company to CEO 

Green would based on Brockhaus‟s (2004) work then be their similar values, especially ho-

nesty, given Owner Green‟s comment (to a separate question) that without honesty you 

can never build trust.  

9.1.2.3 Organizational Structure 

In the view of employees in an organizational structure, both the old and new leader‟s 

claims of a belief that the employees are among the most important assets within the com-

pany are backed by the employee‟s view. As mentioned above, Sharma (2004) state that the 

success of a business is defined by the stakeholders‟ view of success. In the sense of a fami-

ly business, according to Sharma (2004), non family members are an important group 

among stakeholders since they can impact the firm‟s growth and success. Under Section 

8.1.3.5, CEO Green further said that he gives the employees freedom to do their task as 

they please without him telling them what to do, we see that the same is true for how 

Owner Green acted when he was CEO. Employee Green‟s answer to the corresponding 

question confirms that this was indeed the case. Ergo, employees should follow orders but 

have the freedom to do so in the way they feel suitable. From this perspective we can once 

again trace this back to the values of honesty and trust that appear to dominate also this 

aspect of the company culture. Although from Owner Greens answer to the fourth situa-

tional question, where he stated that knowledge and competence are important, these 

would appear as prerequisite factors that to whether he actually allows for this freedom. On 

the other hand, CEO Green‟s answer in Section 8.1.3.5 suggests that it is his belief that the 

employees should know their responsibilities. From this we can deduce that both owner 

and CEO have the same view of what the responsibilities are and thus conclude the orga-

nizational structure in terms of work assignment does not change. However, Employee 

Green explicitly stated that the organizational structure in fact has changed in its number of 

hierarchical levels and as CEO Green was taken in to create a more efficient and profitable 

organization, this does seem reasonable. This could be strengthened by Lansberg‟s (1983) 

statement that a reason to hire an external manager that has experience and values of an ef-

ficient and high-profit organization is to turn one‟s own business into just that. 
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9.1.2.4 Control Systems 

Both Owner and CEO have the principle of giving their employees freedom to do their 

task without them looking over their shoulders, implying that trust among the different in-

stances in the organization is highly present. This is subsequently supported by Employee 

Green‟s explanation that both the leaders indeed act(ed) this way, but that the latter did so 

with more focus on freedom under responsibility. In the work done by García-Álvarez and 

López-Sintas (2008) it is argued that one of the most important values to be transferred 

from one leader to another is trust. In line with Brockhaus (2004) work, to be able to suc-

ceed as an external leader, it is imperative to have the trust by the family members that are 

still active. 

As stated before, this trust is likely a result of the honesty the owner and CEO share. The 

openness that only CEO Green values could be part of the reason why his leadership has 

changed the company culture to focus more intensively on freedom of responsibility. 

9.1.2.5 Routines 

As CEO Green stated, changes were made that affected the view of the company and re-

sulted in a change in the running of day-to-day business, leading to a change in the routines 

of Company Green. However, Owner Green stated that he wanted the company to be run 

professionally and profitable, and this could be accomplished hiring CEO Green. As ex-

plained under Organizational Structure above, Lansberg (1983) states that a reason to hire 

an external manager is to turn the business into an efficient and high-profit organization. 

Looking further into CEO Green's answers to the situational questions, he appears to value 

long-term profit and the survival of the company, which goes in line with Lansberg's (1983) 

reasoning. Furthermore, García-Álvarrez and Lópes-Sintas (2008) state that the CEO takes 

all the decisions in the day-to-day business and is recruited to urge the company forward. 

He has to identify the values and suggest an alternative goal and the way to go there. Under 

the Personal category, CEO Green described his attempt to at an early stage identify the 

values of the company, and García-Álvarrez and Lópes-Sintas‟ argument could very well be 

the underlying reason for this. 

Also looking at the statements highlighted by Jaffe and Lane (2004), when a family business 

turns multi-generational, it becomes harder to follow the original business idea, and having 

an outsider come in and make changes could be hard on the family. Regarding the com-

munication between CEO Green and himself, Owner Green said that you have to trust the 

CEO to make the right decision as long as he has a good enough reason, and as long as this 

reason is communicated and discussed, he feels that it is generally acceptable. 

CEO Green said that the when he tried to change certain things, he was met with resis-

tance, just as Schein said in an interview from 2002 would happen when employees perce-

ive that routines are being altered. Schein (2002) stated that the fear of change is the anxiety 

of learning a new way, and that to overcome this the environment in which they work has 

to be safe. By talking to the employees, seeing what is wrong and trying to straighten out 
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any questions, CEO Green managed to get the fear itself to disappear. Nowadays the pos-

sibility for change is taken positively by the employees, according to Employee Green. 

9.1.2.6 Rituals 

As supported by the view derived from a theory set up by Kotter and Schlesinger (1979), 

the rituals and particularly the breaks in the organization work as communication pipes 

where the management can get to know what is possibly wrong and deliver news to the 

employees. Kotter and Schlesinger claim that education is one of the most common ways 

used by management to see a change through, and this is evident in Company Green in the 

sense that the CEO has a relationship of continuous dialogues with the workers, so that 

when a change needs to be implemented, the employees have trust in him. Additionally, 

Reichers et al. (1997) conclude that the best way conduct the change is to let the employees 

be heard and made aware of the change. This is why the rituals in Company Green are por-

trayed as highly important, since this is where these opinions are made audible. Employee 

Green stated that these rituals have always existed, and taking a closer look at how both 

CEO and owner share the value of honesty, leading to trust, this could imply that they ac-

tively try to keep the rituals unchanged to use as a communication channel. This would be 

particularly true when they performed the numerous changes in the company‟s routines. 

9.1.2.7 The Paradigm 

Concluding the above, we see that the paradigm of Company Green suggest an organiza-

tional culture where the employees have a relaxed relation to each other and their superiors. 

Additionally, the employees of Company Green are seen as important and essential asset to 

the company. The whole organization is impregnated with the values of trust, honesty and 

long-term profit, and this has always been the case. Furthermore the employees have the 

possibility to perform the task that they are supposed to do without having a superior mon-

itoring their every move, a value of freedom that has always existed. Noticeably though, 

since the change in leadership to an external leader, the value of openness have started to 

appear; a change due to openness being an important personal value to CEO Green. He 

uses this value as a benchmark to create friendly relationships with all the employees on a 

personal level. This does not however mean that such a relation to the employees has not 

existed before, merely that it is now more visible due to the fact that CEO Green as a 

member of the power structure of Company Green has acquired the power to influence 

the organization‟s values. The last value that has become more apparent and enhanced in 

Company Green‟s culture after the change in leadership occurred is the focus on efficiency 

and profitability, which can be traced back to being the reason why CEO Green was re-

cruited in the first hand. 
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9.2 Company Red 

9.2.1 Personal 

Both Owner Red and CEO Red stated that their values and opinions, in their own view, do 

not differ that much. Owner Red further said that they share the long-term values in par-

ticular, and the CEO specified these as having a stable economic situation and having a 

good life. This leads to the notion that similar values between incumbent and successor are 

desired, although not a demand, and if they are, this is beneficial. This notion is also argued 

for in a study by Lam (2011). 

CEO Red carried on saying that his personal values go in line with those of the company to 

almost an identical point. Davis et al. (1997) identify this as something positive, by stating 

that when a steward‟s interest align with the business‟, he can run it smoothly without any 

problems. 

Employee Red sees similarities as well as differences. According to him, Owner Red is 

more trusting, unpredictable and concerned with everyone, while CEO Red is more pre-

dictable, dependable and supporting. This does make sense since, according to Lansberg 

(1983), the reason to hire an external manager is to change the norms of the company‟s 

business operations, as the family‟s values of love and concern are not compatible with 

professional values such as profitability and efficiency. 

Furthermore, based on the situational questions, CEO Red  values relationships on a per-

sonal level and the business survival on a professional level. Owner Red, on the other hand, 

stated that you have to consider more multiple aspects at the same time and include rela-

tionships on the professional level as well, even though he would still end a relationship 

with a supplier if it could affect the company negatively. This difference in values could be 

explained by the fundamental fact that CEO Red was taken in as a steward; a role that Da-

vis et al. (1997) suggest has the  main goal of striving for the benefit of the business. As 

such, CEO Red‟s beliefs should be more centered around the business than the owner‟s. 

In the final question of most important skills to possess, Owner Red and CEO Red again 

displayed differentiating traits, with involvement being most important according to Owner 

Red and social and technical competence according to CEO Red. While indeed different, it 

does make sense that you are expected to have social and technical competence within the 

field in which your company operates. 

9.2.2 Organizational Culture 

9.2.2.1 Symbols 

As the interviewees all agreed upon, Company Red as an organization is quite flat in the 

sense that titles only exist on a piece of paper and that everyday working conditions are in-

formal. Everybody talk to each other as equals and there is no restricting dress code. Em-
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ployee Red‟s claim that he can decide himself how to dress and that he has a feeling of se-

curity and possibility to express their opinion is supported by the research done by Reich-

ers et al. (1997), which suggests that employees who are able to air concerns and opinions 

feel that they are valued.  Following in the same direction is the comment from CEO Red 

expressing that the dress code at work has influenced him, which makes us conclude that 

instead of changing the symbols in the company culture, he adapted to them. This can be 

supported his personality of listening before making a decision and his valuing of social 

competence. As Davis et al. (1997) argue: as a steward the CEO will not change the beha-

vior in the company to suit his self-interest. 

9.2.2.2 Power Structure 

The power structure of Company Red has previously always consisted of the board of di-

rectors, owner/CEO and  the employees, but leadership has now been split up so that 

CEO and owner are two separate persons. Implicitly, there is now one more person 

present with influential power over the company‟s values and organizational culture. Mul-

tiple researchers argue that the CEO‟s personal values are of importance when choosing 

the path and future of the company (Hambrick & Mason, 1984; Hofstede, 1983, 1994; Hofstede 

et al., 1990). 

According to both Owner Red and CEO Red, when the change in leadership was executed, 

the scenario described by Brockhaus (2004) where the founder has a hard time letting go 

occurred. In the beginning it started out small but grew to a proportion where the em-

ployees started to express their concerns. However, effective communication led to a solu-

tion that made CEO Red a real part of the Power structure in Company Red; something 

that was possible due to the fact that CEO Red is a good listener and skilled in social situa-

tions. Reichers et al. (1997) stated that people involved an organizational change should be 

informed and be able to express their concerns and opinions about the change, and that 

communication is essential, and this is thus an applicable explanation for Company Red‟s 

situation. 

9.2.2.3 Organizational Structure 

Both the CEO and owner of Company Red see the employees as a critical resource. They 

care about their employees on a more personal level than purely professional, as suggested 

by CEO Red‟s statement that they have to „feel well both at work, and in their spare time‟, 

and the owner‟s reference to “the Golden Rule”. This view is backed up by Employee Red, 

who verified that Company Red always has had this view on the employees. As mentioned 

above, Sharma argues in an article from 2004 that a the main factor for business success is 

how the stakeholders view success. Sharma (2004) said that non-family members are im-

portant stakeholders as they constitute a large factor that affects the success and growth of 

the company, and this appears true in the case of Company Red. CEO Red and Owner 

Red both share this view, but Employee Red elaborated that Owner Red had more person-

al relationship with the employees than CEO Red, who instead delegates power through 

people. Looking at the answers to situational question two and three, CEO Red is more 
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professional in his answer and looks to the company's well being first, whereas Owner Red 

focuses mainly on maintaining and developing relationships. For CEO Red as a steward, 

these is a good value to have; he should be a person whose main purpose is to serve the 

business intentions of the owner and care for the organization as a whole (Donaldson & Da-

vis, 1991).  

Employee Red also say that the personal relationship from Owner Red can be a hindrance 

to the efficiency in the company, and as Owner Red want to have an efficient company as 

he state in control systems. Lansberg (1983) argues that the unconditional love and concern 

from the owner does not match with a business value of profitability and efficiency and 

such taking in an external CEO is a good choice.  Although looking at CEO Red‟s answer 

on the first situational question where he chose relationship before earnings, the previous 

argument could be challenged. However that is a personal value and as a steward Davis et 

al. (1997) say that the CEO will work against the goals of the business instead of his own 

personal desires. 

9.2.2.4 Control Systems 

Personal responsibility is an important ideal in Company Red, as Owner Red state that it is 

important that an employee has good judgment and contributes to his co-workers‟ efforts. 

Furthermore both Owner Red and CEO Red said that time-management has to be flexible 

to retain the efficiency and creativity of the employees. These are values that Owner Red 

cherishes and they should, according to Dyer (1989), be transmitted to the external leader 

so that they can remain in the organization. 

Furthermore, CEO Red said that he did not want to make changes that destroyed the crea-

tivity but rather make it more efficient. Ceja et al. (2010) argued that companies are defined 

by the importance of values that result in an end-state, as in this case creativity. They went 

on by arguing that it is almost impossible to implement new values, and that you should 

not change value systems without realizing that it could entail bad consequences. Instead 

there should be a focus on enhancing the good existing values and alter the negative as-

pects of the current values (Ceja et al. 2010). 

Employee Red supported the statements of Owner Red and CEO Red by saying that em-

ployees are trusted to do what is expected of them and that the time-management is not 

particularly strict. He additionally said that it has always been like this, but expressed in dif-

ferent ways. A reasonable statement, given his earlier explanation that CEO Red is better at 

communicating and putting thoughts into words. 

9.2.2.5 Routines 

When CEO Red joined Company Red he changed the day-to-day business so that Compa-

ny Red started offering consulting jobs, changed office and seat arrangements and con-

structed a more efficient management overall.  

Although changes have been made, Owner Red stated in Section 8.2.3.3 and 8.2.3.6 that he 

is a part of this change and trusts in CEO Red. Employee Red confirmed that Owner Red 
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indeed is a trusting person when asked about his persona. This trust is a necessity for an 

external leader to be able to succeed the incumbent (Drozdow, 1990;Levinson, 1971). Howev-

er, Owner Red did as mentioned above have a hard time letting go of the daily operations; 

an issue solved through good communication between Owner Red and CEO Red. Dyer 

(1989) argues that when taking in a CEO that will implement changes, it is important for 

the owner to communicate what values that should be retained in the culture, although the 

CEO should still be given sufficient room to maneuver. As CEO Red‟s changes were made 

in coherence with Owner Red‟s wishes, they consequently created a more efficient man-

agement. Also as stated in Section 8.2.3.4 and 8.2.3.5, one reason why CEO Red was hired 

was to make Company Red more efficient, building further on Lansberg‟s (1983) argument 

of emotional detachment to the organization. Looking at situational question number 

three, CEO Red prioritizes the long-term profit for Company Red, and Dyer (1989) argued 

that the choice of an external leader could be to acquire the necessary skills for the long-

term survival of the company. 

When Owner Red held the position as CEO he met resistance by the employees when he 

made changes. However he stated that they are now more acceptant to changes, and that 

CEO Red has made this possible with his communication with the employees. In Section 

8.2.3.3, Owner Red said that he can make them feel as they are part of the change. In 

Reichers et al.‟s article from 1997, the authors argue in support of this by saying that you 

can minimize the resistance of change from employees by letting the people involved in the 

change be a part of the change. Kotter and Schlesinger (1979) further strengthen this ar-

gument by their statement that to overcome resistance you should let those affected partic-

ipate in the change and give them a key role the new implemented change. In this way, the 

routines in Company Red‟s culture have in fact changed as a result of the new external 

leader. 

9.2.2.6 Rituals 

In section 9.2.2.3, the employees proclaimed as an important asset of Company Red, and 

Owner Red suggested that the rituals help „create a good culture and make the employees 

feel secure‟. Both CEO Red and Owner Red lifts the fact that there is a joint breakfast, 

which is backed up by Employee Red. Company Red‟s management makes sure that there 

are many opportunities where the employees can sit down and gossip, and by having a such 

gathering point where the employees and managers can meet and discuss, they create a 

communication channel which can be used to explain why new changes are implemented 

and let them get used to it. This will lead to reducing the resistance to change (Kottler & 

Schlesinger, 1979) 

Additionally, the statement from Owner Red that there is an activity room that the em-

ployees are responsible for could suggest that Company Red management wants to en-

hance the culture of freedom.  

As mentioned in the previous section, creativity is an important value, as is ability to make 

the employees feel part of changes. They are a valuable resource and Company Red can not 

afford to lose them. If one does not distribute resources fairly in the eyes of the employees, 
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this can create dissatisfaction resulting in lower performance and shorten the longevity of 

the company, as argued by Lubatkin et al. (2003). CEO Red did not make any conscious 

changes to the culture‟s rituals when he joined the company, and Owner Red even stated 

under the Personal questions that CEO Red was hired based on that he possessed the right 

frame of thoughts. In this aspect of the culture, this does seem true, as is no apparent evi-

dence that shows of any unintended change in rituals either. 

9.2.2.7 The Paradigm 

Concluding the above, we see that the paradigm of Company Red speak of an organiza-

tional culture where there is an open and comfortable relation between all members, and 

where there is a feeling of security. Furthermore, the company views the employees as an 

important resource that should be taken care of. As a whole, the organization is impreg-

nated with the values of creativity, responsibility and long-term profit, and has always been. 

Additionally, the notion of freedom and letting the employees have freedom over their 

own time-management and do their job without interference are values that also have re-

mained constants in the organizational culture. The company trust in its employees, influ-

enced by Owner Red‟s trusting nature. This trust, however, is not as unconditional today 

with CEO Red at the CEO position. Still, after the change in leadership to an external 

leader, the values of efficiency and communication have started to grow to a more promi-

nent role in the company.  

Even so, this does not imply that these values were nonexistent exist before. The differen-

tiating factor is CEO Red‟s more professional approach to the business and his ability to 

enhance the above mentioned values, especially through communicating change. Despite 

the fact that this has changed the company culture to a certain degree, these are traits that 

Owner Red appreciate in CEO Red, and his possession of these is one of the reasons he 

was hired in the first place. Through this enhanced communication of changed value, the 

resistance to changes has decreased in the company after CEO Red‟s ascension to leader-

ship. In addition to getting a CEO with a more professional and possibly objective view, 

the delegation of power has become slightly stricter. Something that, from the employees‟ 

perspective, has added to the feeling of security in the culture by increasing the reliability 

and predictability of the CEO. 

9.3 Comparing Cases 

When comparing the paradigms of Company Green and Company Red, we could see that 

they have have similar values constituting the cultures. Both organizations value the em-

ployees and regard them as an essential part of the culture and the company, much in line 

with Sharma‟s research from 2004 stating that the employees are important stakeholders 

due to their big impact on the success and growth of the company. Company Green and 

Company Red also try to maintain a relaxed atmosphere where everyone can have friendly 

conversations, and they strive to let the employees have the freedom and responsibility of 

doing their job without surveillance, based on a high level of collegial trust. García-Álvarez 

and López-Sintas (2008) pinpoint this is one of  the most advantageous values to transfer 
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between leaders. Additionally, when the companies brought in an external CEO to take 

over the leadership, the value of efficiency was enhanced in both companies‟ cultures. 

Lansberg (1983) provides an explanation for this in that one of the reasons to take in an ex-

ternal leader is to bring in the necessary skill to create efficiency in the business.  

There are differences, however, in that the value of creativity is impregnated in Company 

Red, while Company Green‟s paradigm does not speak of creativity at all. While this could 

very well be attributed to the personal values of leaders, it could also be the possible result 

of the companies operating in different industries. Furthermore, in Company Green, the 

value of openness became more apparent after the leadership change, which can be attri-

buted to that CEO Green has this as a personal value. In Company Red on the other hand, 

the value of communicating change became a larger part of the cultural paradigm, and this 

value can similarly be traced back to CEO Red‟s personal traits. Even though these are two 

different values, they are used for the same purpose of decreasing the resistance to change 

in the two companies. As suggested in the work by CIPD and PPMA (2012), one of the re-

sponsibilities of a CEO is to create narratives that form a convincing strategy.  

Thus, this could imply that the personal values of the CEOs have changed the organiza-

tional values in by reconfiguring company culture. The pattern seems to be that the change 

to an external leader enhances the value of efficiency in the companies, and that their per-

sonal values that are beneficial for the development of the companies are transferred to the 

respective cultures if they did not already exist there. If they did, they remained and got 

reinforced. 
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10 Conclusion 

Research Question 1  

From the analyses of our case studies, we can draw the conclusion that the organizational 

values in form of organizational culture do change in these particular cases. The changes 

are slight or take the form of an enhancement, and not so large or apparent that they will 

be noticed without looking into the companies in depth by conducting some form of study. 

Nevertheless,  the organizational values did change. 

 

Research Question 2  

The reason to why the values in the form of organizational culture changed appears to be 

the fact that the external CEOs does not have identical personal values to the founding 

families/owner. However, the differences in values are somewhat obscure and could be 

considered minor in their magnitude. Despite differences in values, all the changes made in 

the cultures were in fact made in coherence with the respective owner, which is logical 

since the CEOs got recruited for the very reason of catalyzing these changes.  

The value that changed and was found a common denominator in both cases was the value 

of efficiency. By taking in an external leader, this value got a prominent role in the organi-

zational culture. The other values that got a more distinguished role was openness in one 

case and communication of change in the other. Although they are indeed different values, 

both serve the same purpose of reduce resistance to change in the company. These values 

were implemented and infused into the businesses because they were the personal values of 

the CEOs, whom as members of the power structure of their companies had acquired the 

power to influence the organization‟s values.  

Conclusively, the pattern that was established in these particular cases was that recruiting 

an external leader enhances the value of efficiency in a company, and that it is the leader‟s 

personal values that reduce the resistance to change, influence the organizational culture 

and subsequently makes it change. All this with the prerequisite that the leader is accepted 

as a member of the power structure of the company. 

 

11 Discussion 

At the initial stages of our study, we expected to find an obvious change in the organiza-

tional culture and that the influence of the CEO‟s values would change the culture. We did 

not expect to find a pattern between the cases due to the different industries the companies 

operated in. After conducting the study, we discovered that the change in culture was not 

as apparent as we had first thought, but the personal values of the CEO did have an influ-
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ence on the culture. Also, a pattern was in fact recognized between the cases and this could 

imply that this pattern exists regardless of branch in which the companies operate. 

During our research we also collected data that confirmed past research, elaborated upon 

under the Literature Review section above, on to how to make an external succession suc-

cessful. Both CEOs from our cases consciously spent six months were they focused pri-

marily on getting to know the employees and developing relationships with them, which 

helped the CEOs to grasp how things was run in their respective company and also gave 

them insights in the company‟s culture. Furthermore, we discovered that the CEOs consi-

dered communication with the owners as essential to make the transfer of leadership suc-

cessful, given their had many discussions with the owners before and after the change.  

The second thing we found was that there is a difference between a company where formal 

owner directives exist and a company where they do not. In our study, Company Green 

had clear owner directives and this resulted in no interference from the owner in the day-

to-day business. In Company Red on the other hand, the lack of owner directives created 

problems as Owner Red had a hard time letting go of his past responsibilities and conti-

nuously meddled in the day-to-day business. Overcoming this problem required CEO Red 

to have patience and discuss the situation with Owner Red in order to help him realize that 

his interference was actually causing problems for the business as a whole. 

11.1 Contributions 

In addition to filling a research gap in its academic field, we hope our study will contribute 

to real-life business practice with insights for owners that are in the process of recruiting an 

external CEO. Our study should hopefully help them gain an understanding that the per-

sonal values of the external CEO have an influence on the organizational culture and have 

the capability  to change it even if the CEO‟s values are similar to the owner‟s. This could 

prove vital in avoiding the many pitfalls of a leadership change. This study should also 

should provide a certain degree of proof that hiring an external CEO will change the or-

ganization to become more efficient and value long-term profit to a larger extent than it did 

before. 

11.2 Post-study Limitations 

After conducting the study we realized that our method contained some shortcomings and 

weaknesses.  

To make the study more robust, we could have tried to find companies that are more simi-

lar in terms of business industry, size, age of company and number of years with the exter-

nal CEO present in the company. This would have made the study more robust by further 

limiting the number of externalities that affect the changes in values. However, by having 

companies that were not identical, we could discover a pattern that existed for companies 

in general, regardless of industry. Even so, we acknowledge that it is very possible that the 

discovery of our pattern could be a mere coincidence, which stipulates a need to this re-
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search on a larger scale to support our findings. A statistical analysis, possibly through a da-

ta panel, could be conducted and a general pattern that is statistically valid attempted to be 

established. However, the number of samples required for such a study would entail very 

high research costs, and in our case we simply did not have the resources needed widen our 

research to that scale. 

Another approach that could have been taken is to conduct a single case study, where the 

focus would been on making an even deeper analysis of the company culture. This could 

have been done by shadowing the members of the organization and conducting in-depth 

interviews with more than one employee. The fact that we included an in-depth interview 

with one employee gave us a different perspective of the culture and the owner‟s and 

CEO‟s values than we would have got if we only interviewed the CEO and the owner, but 

this perspective could have been widened even further and made more robust by extending 

the sampling to cover additional employees.  

Finally, in order to see if the organizational culture changed with the change of leadership 

to an external CEO, and if such a change was related to the differences in personal values 

between the leaders, we needed to identify real-life situations that explained the culture and 

look for answers that described it before and after the change. By using this approach we 

had to look for similar (and differentiating) answers from the interviewees, which at times 

meant that we neglected answers that could have provided a deeper insight of the culture, 

due to the fact that we could not compare them. Ultimately, the use of semi-structured in-

terviews where the interviewees could elaborate relatively freely allowed us to notice that 

values and beliefs that impregnated the company appeared repeatedly in their answers. This 

assisted us in the comparison of values, but could also have cost us a small degree of in-

depth understanding. 

11.3 Future Research 

Although some recommendations for future research have been touched upon in post-

study limitations, we want to raise inspiration for one additional way to conduct future re-

search based on our study.  

In our study we only looked on the personal values of the CEO and how this influenced 

the organizational culture. Nevertheless, previous research tells us that the reason the 

CEOs have these values is their previous experiences and influences from their social net-

work. Thereby it would be interesting to connect our study one step further back in the 

causality chain and look at how previous experiences of the external CEO influences the 

organizational culture. Even though two people can have identical values, background may 

still differ between them, possibly affecting how they implement their values (consciously 

or not) into the organizational culture. By conducting studies of this subject matter, busi-

ness owners would have yet another aspect of consideration enlightened if and when the 

time comes to hire an external CEO.   
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Appendices 

Interview guide - Owner 

What previous work experience do you have? 

Are you the entering a role when coming to work, or are you the same person?  

 o   If not, what differs? 

What are your hobbies and interests? 

What are your responsibilities? 

 o   Both in the company and privately? 

What do you live for? 

Can you tell us a little about the history of the company? 

What is the vision and philosophy of your company? 

Why did you buy/founded the company? 

How was the company built? 

What changes did you do and why? 

What principles do you follow in life? 

Have you tried to implement some of these principles in the company? 

Define ”personal responsibility” with your own words? 

Why did you recruit an external CEO? 

What was/is your directives to the external CEO?  

Did you decide the goals together? 

 o   Owner directives? 

Describe a successful deal you are proud of? 

What are you most proud over regarding your company? 

Does any of your personal values reflects the company values? 

 o   If yes, which ones and why? 

Have you ever had an opinion that was disliked and unpopular internally in the company? 

 o   If yes, was it an opinion you really wanted to implement and stood firm? 

 o   Describe what happened. 

From a personal opinion, how does the company support society? 

Does any form of CSR occur? 

 o   If yes, what? 

What made the company so successful? 

 o   Product 

 o   Relations 

 o   Customers 

 o   Suppliers 

 o   Prices 

 o   Business philosophy 

 o   Etc. 

Where is the company in 10 years? 

How does the company look at/treat the employees? Are they just names on a list, or do  

you know them on a personal level? Are they an important resource or a just a disposable  
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unit? 

If you had to choose between a 20 % raise or find a new best friend at work what would  

you choose? 

If you got the chance of resigning 20% of the workforce, resulting in a increase in your  

revenue, would you do it?  

If you get the chance to lower the production cost by changing supplier, but by doing so  

the supplier would have to resign some people. Would you do it? 

 o   Why/Why not? 

How would you react if the external CEO started to do changes in the company‟s  

foundation, without discussing it with your first?·      

What would you say are the most important skill to possess to be successful in a company? 
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Interview Guide  - CEO 

What previous work experience do you have? 

Are you the entering a role when coming to work, or are you the same person?  

 o   If not, what differs? 

What are your hobbies and interests? 

What do you live for? 

Can you tell us a little about the history of the company? 

What is the vision and philosophy of your company? 

What changes did you do and why? 

What principles do you follow in life? 

Have you tried to implement some of these principles in the company? 

Define ”personal responsibility” with your own words? 

Do you “dare” to go against the owner? 

What was the reason that you got recruited as a CEO? 

What was/is your directives from the owner?  

Did you decide the goals together? 

 o   Owner directives? 

Describe a successful deal you are proud of? 

What are you most proud over regarding your company? 

Does any of your personal values reflects the company values? 

 o   If yes, which ones and why? 

Have you ever had an opinion that was disliked and unpopular internally in the company? 

 o   If yes, was it an opinion you really wanted to implement and stood firm? 

 o   Describe what happened. 

From a personal opinion, how does the company influence society? 

Does any form of CSR occur? 

 o   If yes, what? 

What made the company so successful? 

 o   Product 

 o   Relations 

 o   Customers 

 o   Suppliers 

 o   Prices 

 o   Business philosophy 

 o   Etc. 

Where is the company in 10 years? 

How does the company look at/treat the employees? Are they just names on a list, or do  

you know them on a personal level? Are they an important resource or a just a disposable  

unit? 

If you had to choose between a 20 % raise or find a new best friend at work what would  

you choose? 

If you got the chance of resigning 20% of the workforce, resulting in a increase in your  

revenue, would you do it?  

If you get the chance to lower the production cost by changing supplier, but by doing so  
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the supplier would have to resign some people. Would you do it? 

 o   Why/Why not? 

What would you say are the most important skill to possess to be successful in a company? 
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Interview Guide - Employee 

What principles do you follow in life? 

With your own words, define what this company stands for. Do you enjoy working here? 

What are your responsibilities in the company?  

What do you see as “personal responsibility”? 

What do you do at your spare time? What are your hobbies and interests? 

Where do you see this company, as an employee, in 10 years? How did this vision look like 

before the change in leadership, and did this vision change?  

Are you more or less motivated to come to work now than before the change in leader 

ship?  

Have you noticed any big changes in the company? Do you as a company still value the  

same things? 

Do the company sponsor or  donate to charity/society? 

 o   Why/why not? 

How is your relationship with the new CEO compared to the old? Are you affected  

personally of this relationship?  

Since the transfer of leadership, has it become more or less middle managers? Do you think  

this is good or bad? 

How many managers do you have to report to continuously? 

Are there as much unity in the company now as before you got an external CEO? 

Do the staff do any activities together, e.g. coffe breaks, lunch, after work, etcetera ? 

Have your responsibilities changed? 

If you get a customer complaint, how do you handle it? 

If the customer complain to the CEO or if you have made an error that the CEO paid  

attention to. How does he handle it? How does he take up this issue? Does he yell at your  

or does he sit doen with you and try to find a solution to the problem? In private or in  

public?·     

How was the owner in situations like this? 

Do you have more or less freedom now to take decision as before the change in leadership? 

What differs? More/less delegation? 

Has the board more power now in the company? 

 o   If yes, how does that affect you? 

Does the owner visit alot and when he does do he talk with the managers and the  

employees?   

Does he try to interfere in you work? How does/did that feel? 

Do you have any bonus system? If yes, how do they work? Have they changed?  

Positive/negative?  

How would you react if the external CEO started to do changes in the company‟s 

foundation, especially in how you handle the day-to-day business?  

Have you ever had an opinion or idéa that you brought up with other employees and 

managers? How was these met? Has this changed since the succession?  

From a personal opinion, how does the company support society?  

What are the similarities and differences between the CEO and the owner? 

Have you noticed any changes that was met with so much resistance that the change had to  
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go back to how it was before the change in leadership? 

How does the company look at/treat employees? Are you just names on a list, or do you  

know everyone on a personal level, more like a family?  


